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MEMORANDUM FOR: Deputy Director for Support 

SUBJECT : Report of the Inspector General's Survey 

of the Office of Personnel 

You have received copies of the Inspector General's 
report on his survey of the Office of Personnel. May I have 
your comments on the recommendations in the report within 
sixty days of the date of this memorandum. 
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L. K. White 

Executive Director-Comptroller 
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Director of Personnel 5E-56 


I am attaching a copy of the Inspector General's 
Survey of the Office of Personnel for your information 
and action. I would appreciate receiving your 
comments by 18 June 1971 in order that we may 
prepare a suitable reply to the Executive Director- 
Comptroller before 2 July. Recommendations 1 and 
10 have been sent to the Directors of Logistics and 
Medical Services, respectively, for their comments. 

w * Coffey 


Deputy Director for Support , 7D-18 5 MAY 1971 
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fJU'P'TASY AND CONCLUSIONS 


1, The Office of Personnel encompasses 3 one twenty functions 
ranging from recruitment to retirement „ from position management to 
the control of official records of employees, and from statutory 
benefit programs such as overseas hospitalisation , to services such 
as travel processing, life insurance, and the Credit Union. One 
branch , Personal Affairs » alone administers iC benefit and service 


programs . The personnel-focused functions of security, medical 
services, and training are of course organised and managed as separate 
components in CIA for reasons of specialization and, to ensure maximum 
protection of many varieties of sensitive, often unevaluated, infor- 
mation concerning employees. Coordination of the work of these 
personnel- oriented components occurs continuously at all levels but 
is originated most frequently with respect to policy matters under 


the aegis of the Director of Personnel. 

2. The personnel officers assigned to each aa,1or operating 
component of the Agency constitute the remaining raaior constituent 
of the formal Agency personnel system. They ensure that the basic 
rules of personnel administration are applied consistently throughout 
the Agency and that the ultimate expertise of the Office of Personnel, 
the Agency f s senior command » and the V.5. Government arc brought to 
bear ns needed. 



v? 
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3. We completed our inspection of the Office of Personnel with 
very favorable impressions overall of its health and contributions to 
the effectiveness of Agency operations. Despite the many suggestions 
for change or experimentation with alternative policies which are 
offered in this report, we are convinced that the great majority of 
the services of the Office of Personnel are well designed and first 
class in quality. We interviewed many excellent officers in this 
component who approach the Agency's personnel management problems 
with imagination and dedication. 

i*. There were various circumstances that worked to limit the 
range of this inspection. One of the most important was the DDS 
project known a3 the Support Information Processing System (SIPS). 

Six of the ten SIPS subprograms are aimed at operations of the Office 
of Personnel. SIPS designed proposals for many of the OP operations 
are far along toward implementation. SIPS is an extremely complex 
interoffice undertaking, and it was impractical for our team in the 
time available to go beyond general briefings on its prospects. We 
have noted at several points in our report that the SIPS work on 
particular OP systems looks professional and seems to promise valuable 
results . We were unable to estimate whether the extremely ambitious 
SIPS objective of a remote access, time-shared, integrated DDS data 


base was indeed a reasonable objective so far as the Office of Personnel 
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is concerned , nor how soon the SIPS olan will prove feasible and 
prudent within the current state of the art in computer software 
and hardware. 

5, A second consideration influencing the scone of our survey 
rms the 'Previously initiated 10 inspection of the Operational Services 
of the HOP which was completed in Hovember 1970. That inspection dealt 
in depth with the personnel management policies and programs of the 
Clandestine Service, and we avoided, for the most part, going over 
that ground a second time. 

6, A third influence on our survey although Intangible and 
difficult to assess was the occurrence during the period of our 
inspection of a decline in OP workload for the three reinforcing 
reasons of (a) reductions in Agency strength — a matter of management 
policy, (b) slowdown and change in character of Agency manpower 
attrition due to the business slump — i.e., market conditions, and 
(c) the rermlar winter drop in workload In some programs, i.e., 
seasonal variation. While we found it difficult to identify under- 
employed 0** resources , we suggest that the likelihood of under- 
employment should he closely watched and that it invites new exper-- |/^ 
detents in economy along such lines as TDk in lieu of PCS recruiting, «“ 
use of contract employees during peak load periods in such one rat ions _ 

as central processing and clerical induction, and adjustment of the _ 
work weal' to fit seasonal load. 
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7. It was evident to this inspection team, n s it has been to 
previous team:* , that the key to the evaluation o r personnel admin- 
istration in CIA lies in appreciation of the sharply drawn lines 
between personnel support and personnel management functions. Tine 
Director of Personnel stands aside and apart from the managers of 
operating components in their exercise of the basic functions of 
selecting and. tasking employees, evaluating their performance, and 
•promoting them in the light of their achievements. We detected no 
trend toward modification of this historic allocation of management 
authority . 

H. We talked to virtually all of the Agency's personnel officers 
assigned to operating components about their working relationships 
with line managers. It was evident that while some personnel officers 
merely provide technical services according to the rules , others play 
a very constructive role in identifying and initiating action on 
problems of performance, career development, and even poor super- 
vision. V/e have concluded, that a better system is needed for the 
selection and development of personnel officers. The present-day 
methods are infernal and undefined. Cui delines for the development 
of professional, personnel officers are lacking. Mastery of technical 
processes predominates historically as the route to senior personnel 
officer assignments . 

0. We concluded that the Director of Personnel ought to be more 

-h- 
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affgrePBtve in coordinating the policies and programs of the Agency's 
twenty-three career services. There is little or no effort today on 
the part of the Office of Personnel to acquire, analyze, publicize , 
and promote minimum standards of practice among the career services. 

It is very difficult, therefore, for the Director of Personnel to 
judge whether the career services are in good shape or ought to he 
doing a good deal more in ouch vital areas as (a) counselling and 
planning, of careers, (h) advertising and filling jot vacancies fairly 
and effectively, (c) controlling inflation in fitness report ratings. 

(a) Improving management patterns in dealing with marginal performance 
employees, and (e) controlling the process by which clerical and tech- 
nician employees move up to professional positions . 

1.0. Ee found the planning function of the Office of Personnel */ 
Tflisloc&ted inside one of the three major nubdi visions of the ott3.ee. 

T3dr> automatically introduces problems of perspective and communication 
for the staff in working across command lines. In fact, each of t»,~ 

OP functional components is largely self-sufficient in planning, and 
the Plans Staff devotes its energies primarily to studies levied on 
the office by the ton management of the Agency. We would like to see 
the staff draw on a wider range of shills and experience in intelligence 
operations mid improve itn awareness of the planning interests and needs 
of the career services. We noted a variety of procedural, file maintenance , 
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and eanloment problems in 0? which were deserving of more attention 
than they are gettinv, and we have suggested that the office acquire 
3 oae expertise in these matters. Valuable shills in systems analysis 
have been developed among the 0? representatives on the DIPS project. 
These 0? careerists should he brought bach and tasked by 0? once SIPS 
is implemented. !-?e noted the rather vague division of labor between 
the Plans and Review Staffs and forecast that time will bring them 
together again under one charter. Accordingly, we have recommended 
that all of these capabilities be consolidated into a Planning and 
Systems Staff reporting to the Director of Personnel. 

11. Our survey found the Position Management and Compensation 
component understaffed and unable to meet its responsibilities in the 
fields of position description and periodic review of Job structures . 
The review function, in particular , should be utilized in tandem with 
financial audit as a major management tool of the senior command of 
the Agency. ¥e have urged that there be an early review of this 
operation and that appropriate steps be taken to bring it up to 
strength and optimum performance. 
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INTRODUCTION 



1. Personnel administration in the Agency is the responsibility 
of the Director of Central Intelligence. Tie alone is responsible for 
Agency personnel policy, and only he can order the involuntary sepa- 
ration of an employee . Agency employees have the right to appeal 
rwrsoimel rulings of the Director of Personnel and of operating 
officials » again involving the DCI. 

2. ' filch of the authority vith which the Director is vested in 


the conduct of personnel matters is , in fact , delegated 


The Director of Personnel is responsible for the 
formulation of Agency personnel management , goals , 
policies * and programs. Jfe nrovid.es leadership in 
improving the effectiveness and flexibility of per- 
sonnel management , assuring its consistency among the 
various Career Services of the Agency vhile giving due 
regard to their differing needs. 

The Heads of Career Cervices are responsible tor the 
application and functioning of the Agency personnel program 
as it applies to the members of their Career Services. 

Sxroorviaory Officials ere largely responsible for the 
day to day functioning of the Agency's personnel program 
and provide the essential communications link with the 
individual employee. 


3. It will be seen from the foregoing that the Director of 
Personnel is a. staff officer in the truest sense of the tern. !?e 
presents the 51 goals, policies, and programs" which he initiates to 

- T ~ 
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the Deputy Directors at a meeting chaired by the Executive Director- 
Comptroller . “The more important of these are then carried to the 
Director of Central Intelligence for final approval. The Director 
of Personnel recommends action in all canes of involuntary separation. 
In matters of 'hiring and admitting individuals to th® CIA Retirement 
and Disability System he has the final voice, subject to anneal to 
the Director. 

1'. In addition to his staff work, the Director of Personnel 
heads an office which performs many important support tasks , and. a 
career service which supplies personnel officers to every sizeable 
component in the Agency. A chart of the organization of the Office 
of Personnel is displayed on the facing rage. 

!5. In this survey we review the activities of the Office of 
Personnel end of the Personnel Career Service ; we do not endeavor to 
evaluate Agency personnel policies or to review the performance of 
heads of career services and supervisory officials in implementing 
these policies . 


S S C R K T 
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OFFICE OF THE DIRECTOR OF PERSONNEL 

1. At the beginning of the survey, the immediate Office of the 
Director of Personnel included the Director of Personnel, hla deputy, 
sn executive officer, an assistant executive officer, a special 
assistant to the Director of Personnel, a finance officer, a short- 
hand reporter, three secretaries , and an information control clerk. 

The Career Management Office, consisting of senior and junior career 
management officers and a secretary, also is located in the front 
office. As a result of the transfer of the then current Director 

of Personnel to the position of Assistant Deputy Director for Support, 
the position of executive officer became open. It is not the intent 
of the present Director of T1 eraonnel to fill it. 

2. Much of the time of the front office is concerned with "special 
interest’" correspondence. This may he defined as communication with 
amlieants or employees who have contacts with Congressional or high 
ranking Executive Branch leaders . In some instances , an applicant 

my be treated as a special interest case solely because of the in- 
fluential status of one of his neighbors. These cases receive detailed, 
expeditious handling at all front office levels within the Office of 
Personnel. Considerable time is devoted to drafting and proofreading 
of responses. In many instances, the functional responsibility for 
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handling a coiaraunl cation belongs to one of the divisions, but the 
concern for potential repercussions of a tactless or improperly 
drafted letter in so great that multiple layers of supervision and 
checks have been established to prevent such a slip. The Special 
Assistant to the Director of Personnel, the Assistant Executive 
Officer, the Deputy Director of Personnel, and the Director of 
Personnel are all likely to review the sane letter. This tends to 
dilute the sense of responsibility of the division without a corres- 
ponding reduction in workload. Indeed, the duplication involved in 
the review process increases the workload for this particular area 
of business. Perhaps equally effective control could be assured by 
two steps: (a) 3 trictlv defining the parameters of a "special interest' 
case and (h) giving more responsibility to the division for the fin- 
ished rroduct. 




Sp ace 

3. One of the most apparent problems confronting the Office of 
Personnel is space. There is a lack of space in those locations 
specifically designed for handling people-oriented activities of the 
office. Tab A illustrates the present area allocated to each of the 
maior elements of the Office of Personnel. This pictures the quantity, 
and indicates a less than adequate allocation in some areas. It does 
not speak to the quality, which is drab and unsuitable to the function 

- 10 - 
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in far too many cases. 

4. Those spaces of the Office of Personnel which are utilized 
in meeting people and solving their personal problems -universally 
la eh. privacy and are overpopulated and cheerless . The Retirement 
Division is located away from the main building in a sits which is 
inconvenient and time-consuming to reach. The Special Assistant, 
who denis exclusively with adverse action separations, occupies space 
remote from most of the people of the Agency . 

5. The Office of Medical Services also relates to the employee 
in important and confidential matters. Tab B illustrates for purposes 
of comparison the space allocation for Medical Services. Fe believe 
the figures sneak for themselves . Consultation with Medical Services 

is routine and generally accepted by all . A great many of the instances 
in which the employee consults with the Office of Personnel, however, 
involve serious personal problems or a breakdown in communication and 
understanding between the individual and his Career Service. There 
is an underlying emotion in almost all such situations that should be 
dealt with in surroundings of calm and privacy. 

Recommenda tion No. 1 

That the Deputy Director for Support review the space 
priorities of the Support components and make such moves 
as are needed to provide adequate, suitable space to the 
Office of Personnel at the headquarters building. The aim 
should be to centralize those services concerned directly 
with people and their problems at the expense of those, in- 
cluding programs of the Office of Personnel, concerned with 
the manipulation of things. Particular emphasis should be 
placed or. the accessibility and decor of the facilities provided. 

- 11 - 
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n. Lack of adequate Janitorial and related support services 
in the "’ajrazine Building proved to he the single most frequently 
cited source of irritation we encountered during our review of the 
space situation In the Posslyn area, ’lost employees in the F.osslyn 
buildings had simply given up on the issue of parking space. We 
found no reason to doubt the assertions that were made to us by 
employees working in the Magazine Building that rest rooms are fre- 
quently out of supplies, floors go uncleaned for long periods , air 
conditioning filters are not replaced, and Venetian blinds and walls 
are visibly filthy. The situation deserves the terra disgraceful, and 
vc agree that the staff is fully Justified in their indignation. We 
discussed the situation with the Director of Logistics, who reported 
that the Agency and the General Cervices Administration had sought 
redress on many occasions without success. A new review of the 
situation was begun in March 19T1, looking to possible relocation of 
Agency tenants from, the Magazine Building. 


Personnel^ Career Ser vice 

7. Hie Personnel (SP) Career Service has a population of about 
I members . 


are clerical, the remainder are 


semi -■professionals and professionals. Borne jure assigned to other 

components of the Agency , ten are normally in training status , and 
the reminder are in the central office. 


- 12 ~ 
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OFFICE OF MEDICAL SERVICED 
(Average Square Foot Per Person) 

Office of the Director 
Selection and Processing Division 
FA - Process and Selection 
Selection and Processing 
Psychiatric Staff 
Psychological Services 
Recent Ion Area 
Field Support Staff 
Support Division 
Clinical Division 

ALL SPACE 
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OFFICE OF PERSONNEL 
(Average Square Foot Per Person) 


Office of the Director 
£A~ Placement Division 
Recruitment and Placement /WARD 
Recruitment Division 
Personal Affairs Branch 
Snecial Activities Staff 
0 A- Contract Personnel Division 
Retirement Affairs Division 
Retirement O.P.S. Branch 
HA.* Central Processing 
Insurance Branch 
Credit Union* 

ALL SPACE 


^Excludes lobby area of 600 square feet. 
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F>. A snail number of professionals served vith CIA’s predecessor 
organizations. During the early years of the Agency’s existence this 
group was augmented by the recruitment of a considerable number of 
trained personnel officers from other federal agencies. Since that 
tine the Personnel Career Service has accepted a number of experienced 


officers ’row other components of the Agency and has done a modest 
amount of professional recruitment. The lower professional .grades 
include a substantial number of officers who were originally recruited 
as clerks and who have moved up the grade ladder by displaying initia- 
tive, intelligence, and natural energy. 

[professionals hold baccalaureate 


degress, and 3^, masters degrees. Key positions in the service are 
occupied by experienced, energetic, and intelligent officers. An 
ambitious young officer entering the 5? Career Service has a chance 
to move up into a position of responsibility and may even aspire to 
promotion to supergrade if he reaches one of the five senior positions 
in the service. Although headroom is limited at the top of the FTP 
Career Service, possibilities for advancement exist elsewhere in the 
Support Directorate. 


10. The Director of Personnel has made a detailed study of his 
service in which age, grade, and rate of advance are brought to the 
fore. Tt was found that TO percent of all professionals above 05-10 
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are over UC3 years or? age , ls-2 percent of this same group are over 50 . 
Half of the -personnel in grades 6 to 10 ere over kO; only one officer 
under aye 5)0 has attained grade 13. These figures indicate that there 
will he a considerable turnover in Personnel during the next two 
decades . Personnel's hiring, training, and assignment policies will 
he put to the test. 

11. Assignments and promotions are handled through an established 
Career Service panel. Senior officers of the service initiate many 
of these actions. The ably led Career Management Staff functions as 
secretariat to the panel and provides an important link between top 
inanasrement and the average employee. The Senior Career Management 
Officer has placed emphasis tin on the introduction of new blood into 
the Office of Personnel at the professional level. He has actively 
recruited Career Trainees into the service, and has concerned himself 
with, their training and development. He encourages rotation for 
training purposes. The Career Management Staff enjoys a good repu- 
tation throughout the service because of its open-door policy and 
because of its willingness to discuss employment matters in an honest 
and frank way. This office plays on important role in the handling 
of clerical assignments. 

If?. We were struck by the lack of clarity that exists in the 
minds of many concerning the distinctions which must necessarily he 
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drawn 'between the work of the clerk , the technician, and the pro- 
fessional. These three categories of jobs are not sharply delineated, 
and there are no set standards for transition from one to the other . 

Ad hoc decisions concerning promotions and assignment have tended to 
erode such standards as have "been established in the past. We believe 
this situation can be corrected by establishing standards for different 


types of BP careers. 

Reco mmendation Wo. 2 

That the SP Career Service be divided into three 
categories: clerical, technical., and professional. It 
is further recommended that the BP Career Panel specify 
qualifications to be presented by individuals in order to 
enter these career services. It is also recommended that 
GP career iobs then be keyed to the appropriate career 
services in order to assure consistent career management 
practice within each of the three broad categories of 
employees 


#***#«» 

13. In the last three years the Office of Personnel has initiated 
a regular program of sponsoring personnel in academic training programs i 
on both a full- and part-time basis. This commitment to the develop- 
ment of a sophisticated service has raised the morale of the younger 
employees. It is also developing a nucleus of younger personnel 
officers who themselves have some type of commitment to the office 
and who feci that they exert some influence on the choice of goals 
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of t'nn office. So far, however, OP has tended to sponsor this train- 
ing on a relative!;* haphazard basis. The office has established 
guidelines for the length of sponsored training. It has not estab- 
lished requirements for the type of training. 

Ik-. Without, guidelines relative to the academic disciplines to 
he pursued, the. office runs the danger of being short-changed. There 
are branches of knowledge which affect personnel management which may 
be alighted. These could include such areas as advanced clinical 
psychology » the behavioral sciences, including the dynamics of group 
interaction, and the acquisition of operational research tools. Human 
nature being what it is, the student may pursue the "soft" subjects 
rather than hard disciplines, if there i3 not some authority exerted 
by the office. 

Recomme ndation N o. 3 

That the Director of Personnel establish, as part of 
his career management program, a plan which would identify 
the academic skills needed to provide a balanced staff and 
that he require BP careerists undergoing training to taka 
those courses that are most needed by the office as well as 
those that are of particular interest to the individual. 

15 . 'Tie upner end of the training spectrum has demonstrated a 
dynamic growth. The lower end of the spectrum has, in our opinion, 
been somewhat neglected. We find that the basic training, the acqui- 
sition of skills and techniques, has been unevenly applied to the new 

- lb - 
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members of the SP Career Service. In our interviews, the young 
officers frequently expressed concern over their lack of preparation 
for new assignments. John were frequently described as "sink or 
swim. 1 ' Individuals who have transferred between major components 
have expressed bewilderment and some resentment because the knowledge 
gained on the first, job did not transfer to the second. Such indi- 
viduals felt that they were disapoointing the component to which 
assigned and were serving as poor representatives of the Office of 
Personnel. 

In. At one time, the Office of Personnel pursued an informal, 
internal training program which was called ’’Curie College. This 
was a learning situation conducted both during and after working 
hours which deliberately sought to acquaint the junior officer with 
the skills and techniques which underlie the manipulation of per- 
sonnel within tills Agency. Tills program has been long since dis- 
continued. Something similar seems to be needed. The office does 
conduct orientation programs for new employees. These are haphazardly 
applied but are better than nothing. It is our feeling that a more 
ambitious program would be very valuable. 

Recoramendatio n No. U 

That the Director of Personnel initiate an internal 
Office of Personnel training program for new careerists, 
designed to give such careerists a knowledge of the funda- 
mental skills and of the Office of Personnel. 


- 17 - 
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IT. We have urged at various points in this report that the 
senior specialists in contracting, insurance, retirement, and. the 
handling of adverse action cases , for example , conduct seminars for 
personnel officers to develop and maintain their competence in the 
important functions of their profession. The goals for training 
nev and established career officers are complementary, and the 
programs should ’no coordinated. 



Special Activities Staff 



CIA against the departing employee. All of this latter category 
were handled by the Special Activities Btaff ( CAS ) . It is indicative 
of the maturity of the adverse action system that all but one of these 
cases ended in resignation or retirement in 3.ieu of termination by the 
director. 

19- The BAC was established in 1^57 to regularize the handling 
of this most difficult and sensitive sector of personnel management. 

It operates with. including the chief and Ms deputy, a 

third officer who concentrates on clerical and applicant cases, and 
a atenotypiat who records formal hearings and handles a miscellany of 
screening actions on employees being considered for external training, 

•This figure does not include those recent employees separated for 
security or medical reasons. 

- 18 - 
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awards , and career status . There are two secretaries who share the 
maintenance of extensive case records. 

20. The chi'*? and deputy chief have headed the SAS from its 
inception and have accumulated an impressive "feel” for the do's and 
don’t* a of man a f ying adverse action cases. SA0 is of course a staff 
arm of the Director of Personnel* and in this sensitive area the 
senior command of the Agency is also frequently involved. *1116 (Chief 
of 8AC considers that line supervisors today show considerable improve- 
ment in their handling of difficult personnel cases. Certainly, SAC 
itself through the years has greatly improved its information sources 
and has become far more effective and useful in counselling on case 
procedure. SAT*, considers, however, that delay on the part of oper- 
ating components in surfacing personnel problems to the Office of 
Personnel, continues to be a major source of difficulty in the manage- 
ment of adverse action cases. 

21. The importance of prompt and effective resolution of suit- 
ability cases has given rise to three ranel or hoard mechanisms 
designed to assure coordination of effort between the Offices of 


Personnel, Security, and Medical Services. The Snecial .Activities 
Staff represents Personnel on all three . 

22. The first of these, the Applicant Review Panel, deals with 
questions of suitability raised during clearance and BCD processing. 



- 12 - 


0 X C F E T 


Approved For Release 2003/04/29 : CIA-RDP84-00780R0040001 00026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R0040001 00026-1 





SECRET 

Burins; PY -3.970 the panel reviewed 672 canes and recommended dis- 
qualification of 276 applicants. 

23. The second of the mechanisms is the Overseas Candidate 
Review 'Panel. Operating components are required to declare their 
nominees for overseas assignment thirty days in advance of departure. 
Security, Medical Cervices, and Personnel check their records for 
indications of suitability risk and meet to deliberate on borderline 
cases . One thousand eight hundred and twelve candidate records were 
processed in PY--1970 , of which 6l received panel evaluation. Seven 
of these ended in disapproval or deferment. 

2h, 't/e checked the record of premature termination of overseas 
assignment in order to form an opinion on the effectiveness of the 
overseas candidate review mechanism. We found that premature returns 
occurred at a rate of about 100 per year in FY-1970 and that about 
one third of these were due to unsuitability . The 1964 inspection 
of the Office of Personnel recommended that a post mortem he prepared 
on each such case with particular emphasis on the evaluation of the 
performance of the supervisors involved. The recommendation was 
accepted and implemented, hut we found that the number of post mortems 
prepared in PY -1970 was down in volume to the point of disappearance. 
9A9 pointed out with considerable justice that the documentation in 
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were extremely sensitive to criticism of their handling of delicate 
situations by someone not on the spot. We accede to this view of the 
situation. 

25. The third of the mechanisms is the CIA Personnel Evaluation 
Board. It is composed of the heads of the three DDS offices noted 
above together with appropriate Directorate and Office representatives 
and is invoked to deal with precedent setting issues in adverse action 
situations. It handled 1? cases during FY-1970. Ten of the cases 
were concluded by resignation or retirement. The balance were re- 
solved at least temporarily by warnings, reassignment, or other 
corrective action. 

26 . The inspection team reviewed a number of case files in BAS 
seeking to form a judgment on the fundamental fairness of the entire 
3 ystera. We were concerned about the employee ' s means of defending 
his rights and interests during the processing of his case. We wished 
to determine whether the young and immature employee is seriously 
disadvantaged in comparison with the older, better educated employee. 
We looked for evidence on the matter of giving employees a second 
chance and a fresh 3tart in breakdown situations. 

27. Our eventual answer to these questions is that the Agency 
must look to the using component to weigh such matters of equity and 
to provide the employee with a decent chance to prove himself. By 
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the time the case has reached 8AS the issue is plainly one of resolving 
the breakdown in the relationship between the employee and the Agency 
as expeditiously as possible. At the adverse action stage the SAB 
objective is leas a matter of assigning responsibility than one of 
closing out the case promptly and with a minimum of confrontation, 
bitterness, and publicity. We judged that the performance of BAS 
had been so successful in these regards that there were no grounds 
for advocating major change in the system and procedures. 

28. Having reached this general conclusion, we hasten to add that 
CIA can still do a great deal to improve its performance in handling 
employee suitability problems and that BAS shares the responsibility 
for achieving improvement. First of all we would like to see the 
Psychological Services Staff /ORB do more follow-up studies of suit- 
ability cases. After all, l4l adverse action cases in FY-1970 
represented 7.5 percent of all separations . There are obviously 


many more cases in the pipeline for everyone that has moved into the 
terminal stage. All of these employees had some EOD personality 
testing and evaluation. Improvement in the predictive value of 
initial testing would obviously pay rich dividends in reducing pro- 
cessing and management costs. 

20. We advocate in this connection as well as elsewhere in 
this report that the Director of Personnel pursue a more aggressive 
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course in counselling employees. He should train his career per- 
sonnel officers assigned to operating components to be more sensitive 
to employee career planning problems . He detected on various 
occasions that personnel officers in the operating components were 
supine in their approach to employee career interests and to the 
problems of individuals facing passible adverse action on the part 
of Hpecial Activities Staff. The employee who has become desperate 
about his inability to change his situation and who needs an inde- 
pendent review of his problems should be able to take his case to 
Personnel. The employee counselling provided today by the Personal 
Affairs Branch of the Office of Personnel is concentrated almost 
exclusively on such matters as loan payments and misconduct. Prime 
responsibility for effective handling of each employee rests with the 
immediate supervisor, but there must also be backup mechanisms. In 
the CIA personnel system these seem to be either nonexistent or ex- 
tremely vague in their delineation. 

30. He would like to see the Special Activities Staff, with the 
collaboration of the Office of Medical Services when appropriate, 
communicate its experience said advice to supervisors and personnel 
officers concerning frequently occurring categories of personnel 
problems. He have in mind alcoholism, poor performance related to 
lack of motivation or immaturity, and how to recognize physical and 
mentpJL health problems that invite the assistance of the medical staff. 
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DEPUTY FOR RECRUITMENT AND PLACEMENT 

1 < 

I. This deputy presides over the one unambiguous, logically 
constructed comonent of the Office of Personnel. There are no 
surprises and no special arrangements, recruitment and placement, 
are the component's only functions. 

— — ~ 1 25X1 


3. The deputy is deenly involved in amassing and analyzing 
summer:/ manpower data in support of his front office and of O/PPB 
and top management levels in the Agency. 

Recruitment Divis ion 

h. The Recruitment Division (ED) , one of the three divisions 
under the Deputy for Recruitment and Placement, consists of three 
branches: Field Recruitment , Washington .Area Recruitment, and Co- 


and cooperative programs - 1. This is the T/0 that the division 
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must meet by 30 June 1071. A reduction in the field recruiters from 
18 to 12 currently underway will accomplish the cutback. 

5. The division has had a complete turnover of top management 
during the past 18 months. The new division chief (field experienced) 
and the new deputy chief (headquarters and field experienced) are a 
well balanced management team. They are keenly aware of the role the 
recruitment function plays in the Office of Personnel and in the Agency. 
Hue cess is measured by the proper flow (numbers) and mix (types) of 
applicants to meat requirements . During periods of Agency expansion, 
wholesale recruitment served the requirements fairly well. A different 
situation exists at present. Reduced ceilings, a sluggish labor market. 


and confrontation problems on camnuses have altered the basic approach 


to recruitment. 


field Rec r uit lag 

/). The field recruiters are dedicated employees, and they are 
enthusiastic about their Jobs. The majority of them have put deep 
roots into the regions which they service. Historically, the recruiter 
has been treated as a separate breed. The Job has been non -rotational. 
The individual recruiter has come to look upon his area with a feeling 
of possession. A separate "career service*' for recruiters was estab- 
lished in recognition of this. 
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7. The field recruiting apparatus achieved its present form in 
the early 50’ a and has continued to operate in about the same way that 
it did when first established. However, during recent years Agency 
requirements have changed, and a number of innovations have been made 
in recruiting which tend to bypass the field apparatus. In the early 
days of the JOT program it was believed that this program would supply 
the majority of the Agency’s needs for professional people, certainly 
for the type of professional that is sufficiently broad gauged to be 
able to move wo into senior "positions of management . In recent years 
it has been our experience that many of the best professionals recruited 
directly by DD/S&T, DPI, and even to some degree DDP, although special- 
ised academically, are endowed with a potential to grow and to broaden. 
This experience has led to increasing emphasis on specialized recruiting 
and a larger role of the substantive offices in this activity. 

8. The Office of Personnel has recognised the lessened demand for 
recruits and is new reducing its staff for recruitment of professionals 
from 18 to 12. This is good management. A growing majority of our 
candidates are exercising the Initiative and applying to us either by 
direct correspondence or personal -visits to the Washington area recruit- 
ing office. The field recruiter is providing a valuable but lessening 
percentage of the whole. Indeed, in some regions, the activities of 
the field recruiter are essentially public relations in nature. He is 
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showing the flat* in a discreet, unobtrusive manner. 

9. A serious question for ’ultimate resolution by the Director 
of Personnel is the continuation of the ore sent pattern of regional 
field recruiters. The Agency policy of national representation does 
require the capability of recruiting from all areas of the country. 
However, the present low level of recruiting naturally raises the 
question whether all or at least part of 3uch recruiting could be 
done more efficiently and less expensively by TDY from the Washington 
area. 

10 . One possible solution which we find attractive under present 
conditions is a compromise between regional field recruiting offices 
and TDY. This approach would reduce the number of regions to four or 
five. The major objectives of these individuals would be to maintain 
contact with the universities and colleges of the region and to serve 

as an information point for potential applicants. During the "recruiting 
season," the in-place personnel would be supplemented by TDY personnel 
from the central office or from various components. The supplementary 
personnel would be selected on the basis of their age, general Agency 
knowledge, and ability to communicate. 

11 . The recruiters have for the most part been in place for long 
periods. Many have grown to middle age or older in their present jobs 
and in their present locations. Rome have had no Agency experience 
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except as recruiters. Thair knowledge of the Agency as it is today 
and of the nosition 3 to be filled is necessarily superficial. A 
serious question could he asked as to the ability of these individuals 
to properly renresent the Agency to the college youth of the 70 '3. We 
see little validity and some iranortant penalties in the continuation 



of a separate existence for recruiters. We feel that such an important 


function should be closely integrated with the dynamics of the Agency. 

Recomendat_ion_ H o. 5 

That the Director of Personnel: 

a. Abolish the separate 'career service" for 
recruiters, consistent with the career needs of those 
recruiters who are approaching retirement; 

h. View recruiting assignments as rotational 
rather than -Derroanent in nature; 

c. Assign younger personnel who are in closer 
communication with the university nonulation to the 
recruiting function on either a TDY or five-year cycle 
rotational basis; 

d. Conduct a study to determine the feasibility 
of conducting all recruiting on a TDY basis from head- 
quarters ; and 

e. Phase this program in such a way that it will 
minimize the hardships for those loyal and devoted 
recruiters who have spent their entire Agency lifetime 

in this occupation and who are now approaching retirement. 


##*##** 
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12. The field offices are excellent from the standpoint of space 
and location. The recruiters are supported bv contract secretaries , 
some of whom are part-time. The practice has arisen of fixing part- 
time working hours to the convenience of the secretary. Thus, some 
field recruitment offices have elected to do without secretarial 
coverage on selected days of the week . These uncovered days may 
coincide with a field trip by the recruiter. In such instances, the 
offices are completely uncovered, and the applicant who telephones 
receives a recorded announcement of this fact. If the field offices 
are worth having, they are worth manning. 


Recommendation To. 6 


That the secretarial hours in all field offices he 
established in such a fashion a3 to ensure an office 
presence every weekly workday. 


Wash in gton .A r ea Rec ruitment 

13. ‘The Washington Area Recruitment Office (WARO) i 3 the largest 
and the most diversified of the Agency's recruitment operations. The 
staff, consisting of three professionals and three clerical employees, 
is located on the ground floor of the Ames Building in Roaalyn. A 
recruiter responsible for field recruiting in Maryland, Virginia, and 
fest Virginia shares the quarters and support arrangements but takes 
her direction from the Field Recruitment Branch. 

Ik. This office handles a high proportion of applicants who take 
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viev load are students seeking employment advice, visitors from other 


parts of the country, cranks and curiosity seekers, and both pro- 
fessional and clerical applicants who are serious about obtaining 


employment with CIA. 

15. The Washington office is staffed by a veteran crew that 
performs in the limelight with poise and efficiency. The possibility 
of disappointment and misunderstanding is always present in the contacts 
with applicants, but the office has an excellent record of avoiding or 


minimizing such reaction. 

l6. Part of the reason for the effectiveness of this office is 
the nroximity of its staff to its customer offices and to its chain 


of command. Hnlike the distant recruitment offices, this staff can 
pick up the phone and clarify a requirement or arrange a joint screening 
interview in an hour’s time. 


Co-o perative Programs 

17. The primary and ultimate objective of the co-op and summer 
intern urograms is selective recruitment. Aimed at hard— to-find skills, 
the programs are restrictive in scone and. are nurtured as special pro- 
grams by the Office of Personnel. 

18 . The Snecial Assistant for Co-operative Programs is directly 
responsible to the Benuty for Recruitment and Placement. The present 
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incumbent is a Rupergrade on acsignaent until retirement. At that 
time, it is planned to assign the position to the Recruitment Division 
and establish it at a lower grade level. 

Cummer In ter n Pro gram 

1C, The Cummer Intern Program, originally started in ?!PIC and 
TAP in 10 , was expanded in 19^7 to include other offices in the DDI. 
Tianhasis was given to advanced students in China studies. Proving 
successful, the program was expanded in 1068 to include students in 
the Middle East, Soviet, and Southeast Asia study areas. During the 
past summer ( 1070 ) 30 students were selected from some 20 colleges 
and universities and assigned to eight different offices. Plans 
projected over the next five years call for maintaining this program 
at approximately the current level. The search for candidates for 
this program has been handled by the field recruiters. 

20. The success of this program must be Judged by the retention 
rate of the students as full-time employees , their desire to return 
for a second or third summer, and the impact they have on building 
the Agency's image on campus. Of the 30 summer interns on board in 
1970, nine have accepted full-time employment and ten are planning 
to return in 1.971 (six had not yet responded as of January 1971, 
three are unavailable, and two were rejected). This retention and 
returnee rate appears to be most encouraging. These students , mostly 
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at the graduate level, relatively nature, and fully cleared, ore 
afforded, a unique opportunity to evaluate the real CIA. Pro® ’exit" 
interviews and returnees there is strong evidence that this urogram 
in enhancing the Agency’s image on campus. 

Cooperative Sducat i on Prog ram 

31. Like the ousaer Intern Program, the co-op program’s ultimate 
aim is selective recruitment. The Office of Communications first 
developed a small program in 1962. In the ensuing years, other 
offices joined the program until currently there are approximately 
100 co-op students from 17 universities assigned to nine components 
in the Agency. A current effort in being made with the administrations 
of five JTegro schools to increase the number of ffegro co-op students. 

To date only two Wegroes have been enlisted in the program.. The 
current five-year projection calls for increasing the number of co-op 
students to approximately 150, and continued association with about 20 
schools . 

22. Recruitment o^ co-op students does not involve the field 
recruiters as does the Cummer Intern Program. Arrangements having 
been made between the Agency and the uarticlpating schools, actual 
student recruitment is handled by the Special Assistant and members 
of the CIA component concerned. Campus visits are involved, hut 
contact is directly with, the college administration (frequently a 
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dean) rather than the Placement Office. The problem of campus 
confrontation does not weigh heavily under these conditions. 

23. Originally concentrated in the physical sciences, the 
program has been expanded to Include business administration and 
accounting. Consideration is being given by DDS to experimentation 
with students with general arts and science backgrounds. As of late 
December 1970, the following components are involved in the Co-op 
Program: 

Component Humber 


oc 

16 

NPIC 

23 

OCS 

6 

TSD 

19 

FMSAC 

22 

OF 

2 

Audit 

2 

OSI 

6 


2b. The spring of 1970 was the first test of how effectively the 
program was accomplishing its goal of retaining graduating students as 
full-time employees. Of the 22 who graduated, 13 (59 percent) accepted 
full-time jobs with the Agency. Hine will graduate in 1971, all will 
receive offers. It may be significant that those not accepting our 
offer for full-time employment did so for educational or military 
reasons , not because they were taking jobs with industry or other 
parts of the Government, The national average for co-op retention 
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in 55 •percent. 

25. One hundred and fifty- two (152) students have been or are 
involved in the co-op program to date. Of these, nine have withdrawn, 
four have been asked to leave by the Agency, and twenty-two have 
accented full-time employment after graduation (55 percent of those 
graduated). Women represent about 12 percent of the total. 

2d. Fe find the Cooperative Education and Bummer Intern Programs 
sound in theory (objectives), well organized, carefully managed, and 
of reasonable size — current and projected. They are excellent vehicles 
tor selective recruitment and very full assessment of candidates for 
professional employment. They probably play a very useful role in 
enhancing the Agency's image on the campus scene. 

27 . -In important key to the success of these programs is the 
seriousness with which line management cooperates with the Office of 
Personnel. To find strong sunuort for the programs in the offices 
concerned, particularly for the co-op program. Several consider it 
the sole or major source of recruitment. h T e found no evidence of 
make- work situations involving these students, they earned their keep, 
an d management ban been pleased with the high quality of the partici- 
pants . 

28. Prompt and full security clearances for students in these 
programs in an important ingredient. The Office of Security has 

- ... 
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feel that it is important that this continues unabated. 
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Staff Personnel Division 


33. She Staff Personnel Division consists of five branches: the 
Professional Selection Branch , the Professional Placement Branch, the 
Career Training Personnel Selection Branch, the Clerical Selection 
Branch and the Correspondence and Applicant Records Branch . The role 
of the division is to assist the operating component in the selection 
of applicants •f’or employment, do the necessary processing of personnel 
to enter them on duty to the Agency, and to execute the necessary 
documentation relative to their initial assignment. During the interim 
between the filing of an application by the individual and his entrance 
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on to duty, the Agency maintains contact with the applicant through 
either the Selection Branch or the Correspondence and Applicant 
Records Branch. In addition, the division monitors personnel actions 
subsequent to initial employment and performs the necessary authen- 
tication for the Director of Personnel on actions involving 
reassignments and promotions. 

Selectio n Branch 

34. The Selection Branch has three officers, ineluding its 
chief. The branch performs three basic functions in processing 
applicants for professional employment in the Agency. It matches 
applicants* skills with known requirements of the various components , 
notifying the personnel officers of the components of the applicant 
files received and the skills of each candidate. The files are 
available for review by the interested components. The branch also 
operates a common access file of applicant folders which is known as 
the Skills Bank. This is available for reference by components for 
placement of personnel. Finally, the branch serves as a reference 
and processing point for applicants who have been selected for employ- 
ment, also notifying unsuccessful applicants of the result of their 
application. 

35. All professional files go first into the Skills Bank unless 
the applicant possesses a specialized skill, such as electrical engin 
eering, which automatically limits the number of offices interested. 
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In such cases, the files are sent directly to the potentially inter- 
ested offices in order of their apparent need. After the file has 
been available in the hank for seven days , it is retrieved and sent 
to those offices indicating an interest, again in order of relative 
need. If no interest is indicated, the selection officer may ,1udge 
that the skills and talents represented by the applicant should he of 
interest to a component which has not so indicated. In 3 uch instances, 
the selection officer will initiate direct negotiation with that 
component . A rejection letter is sent to the applicant only when 
there is no expression of interest forthcoming from either the Skills 
Bank or direct negotiations. 

3f>. The selection process is essentially a brokering function. 

The selection officer must be aware on a continuing basis of the needs 
of the various offices of the Agency. The matching of skills with 
manpower requirements of the various positions involves considerable 
judgment on the part, of the selection officer, in reading between the 
lines to ascertain the skill level of the applicant. 

37- There are three selection officers, including the branch 
chief. As intimated in the preceding discussion, much of the activity 
of the individual officer is concerned with the physical review and 
forwarding of files. There should be more face-to-face relationship 
between the selection officers and their customers, the operating 
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I 

officials or the component personnel officers. It is easy for the 
selection officer:; to become overly concerned with the form and proce- 
dures of what they are doing rather than the substance. It is also 
easy for their knowledge of component needs to bee one superficial 
undfr such circumstances. 

' Recoranepdation Ho . 9 

■ That the Selection Branch develop a program of 
scheduled visits to operating components. 

i 30. The processing function consists of advising the applicant 

i 

of Ihis status , answering his questions , solving his problems , and 
making the necessary appointments to complete his processing. This 

i 

is parried on by a group of females at the GS~J level and is con- 

i 

si&pred to be a semi-professional task. These individuals demon- 
strate concern, skill, and ccrmdtment ; they are to be commended. 

i 

| 30. Oral communications with the components frequently develop 
additional information on the reasons for rejection or acceptance of 
an Applicant. Ouch tidbits and fragments of information can be of 

great value to the field recruiter in assessing the potential employ- 

i 

merrty of interviewees although, unfortunately, such feedback has been 
limited in the past. During the course of our survey, there has been 
a deliberate effort to improve both the quality and quantity of 
information to the field recruiter. The ultimate result of this 

i 

I 

■ — ho - 

c ech r; t 
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effort should be to permit more selective recruiting, Be encourage 
this effort and recommend its expansion on the grounds that the more 
nertinent information the recruiter has, the better will be his 
product . 

Placement _ Branch 

Uo. The Professional Placement Branch is the focal point within 
the Office of Personnel for the professional employee . The Selection 
Branch It concerned with the individual up until the actual moment of 
entrance on duty. At this point, he becomes the responsibility of the 
Placement Branch and remains under its cognizance throughout hia 
career. Many employees have no recourse to the services of this 
branch. Others do have considerable referral to the branch. 

hi. The branch consists of a branch chief and three placement 
officers, all at the 0-8-13 level. Bach of these individuals is 
responsible for one Agency directorate. Their duties include coun- 
selling, arranging transfers, monitoring tbe career service grade 
averages, and authenti eating all Personnel actions initiated by the 
components. In addition, during the course of this survey, respon- 
sibility for conduct of the pre-exit interview was transferred from 
Pprsonal Affairs Branch of Benefits end ferviceB Division to this 
branch. The branch also conducts follow-up interviews on new employees 
on the occasion of their initial fitness report . Thus, the placement 

- Ll - 
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officers are in a good position to keen their finders on the pulse of 
the Agency professional employees. They can perform a valuable service 
to top management from this vantage point in terms of recognising 
trends , attitudes , and incipient problems . 

1|2. One of the principal purposes of follow-up interviews is to 
identify employee attitudes toward the Agency. An interview late in 
the first year is certainly useful in identifying those individuals 
who are either fully satisfied with their position or who are completely 
dissatisfied. We believe it is of less value in determining more 
subtle aspects of the individual’s relationship to the Agency, because 
of limited employee exposure during the first year to many aspects of 
Agency life. An interview program at the end of the third year of 
employment would, we think, develop additional and deeper insights 
into employee adjustment patterns complementary to those obtainable 
from, the present program, lie suggest that the Director of Personnel 
investigate such an augmented interview program on a sample basis . 

h-3. Aa with the selection officers, there has been a marked ten- 
dency for the placement officer to let the business come to him . While 
they have not been as passive as the selection officers , greater face- 
to-face contact with the components being serviced would be valuable, 
likewise, these professional placement officers are not in a position 
to devote as much time to the individual as we think is desirable. 
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There are two impediments to the full exploitation of these inter- 
view: one is manpower and the other workload. There are only three 
placement, officers actively engaged in supporting the four directorates 


its means responsibility for 


lprofessional employees nor 


Placement officer. This ratio does not permit the careful and thorough 
attention that the function deserves. In addition, the task of authen- 
ticating all personnel actions con3W.es about one third of each 
officer ’ s work-year . 

Career Training Personnel S elec tion Branch 

Uli. This two-man outpost of the Office of Personnel works closely 
with the CT Program Staff in 0TR. It is responsible for procedural 
aspects of initial selection prior to SOD and for maintenance of 
personnel records of CTs during training. The Program Staff, on the 
other hand, is charged with responsibility for final selection and 
career management of the trainee in the true sense of the word. It is 
staffed with veteran officers from the directorates who occupy 0TR 

slots on two-year assignments. 

>15. '73 th the cutback of the CT Program in February of 1971 

to two classes of 25 each rer yea; r, both of these support units have 

begun adjusting to reduced workload. 


SSCKBT 
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Clerical Staffing 

46. The Agency’s system for processing and placing incasing 
clerical employees is being managed by recently appointed officers 
at branch as well as division level. Under the stimulus of their 
fresh viewpoints all aspects of the system are being thoroughly 
re-examined. The presence of a veteran staff combined with the new 
leadership augurs well for this program for the next few years. The 
benefits of change are already visible at many points and constitute 
strong endorsement for extension of the practices of (l) exposing 
rising managers to a broad mix of personnel operations, and (2) making 
frequent enough changes in command in each component to reduce the 
effects of habit and loss of innovative spirit. 

4j. The Clerical Assignment Branch has a T/0 of 11 a nd is 
budgeted for an average employment (AE) in FY-1971 
clerical employees in its | 


Section 


incoming 
. This 


arrangement has given rise over the years to a .variety of staffing 
accommodations ranging from the assignment to this section of exper- 
ienced Agency secretaries who are then placed on detached duty at the 
White House and National Security Counoil— currently nine in number— 
to the augmentation of the section staff ostensibly to cope with peak 
workload but sometimes stretching out into quasi -permanent assignments, 
The latter seemed to us to be disadvantageous to new employees who 
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thereby miss out on the opportunities for growth and advancement that 
accompany jobs in the operating ©opponents. We urge that these assign- 
ments be short term in pattern. 

U8. CIA in FY-1970 received application forms from approximately 
3,000 clerical candidates. The following statistics give the picture 
of a fairly representative set of results. The Clerical Assignment 
Branch rejected nearly 800 of these on the strength of the paper 
evidence alone and initiated full field security investigations on 
the balance of 2,200. The findings from field investigations plus 
loss of interest on the part of applicants eliminated these candidates 


through 


which total combined with disqualifications during fieJ 


security clearance further illustrates the gamut of uncertainties 
encountered in finding and acquiring acceptable new clericals. 

ho. 'Hie machinery that has been developed to perform clerical 
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staffing in CIA Is elaborate and costly, and its functions «Bd manage- 
ment control are rather widely decentralized aiming four major 
component s of the DDS-- • Security , Medical Services, Training, and the 
Office of Personnel. The problems associated with clerical procure- 
ment appeared to us to fall among the more intractable in the field 
of Agency nersonnel management. Virtually every problem ve encountered 
here bad been debated repeatedly through the years, yet was giving the 
Agency trouble and proving resistant to solution at the present time. 
These problems concerned recruiting and selection, clearance pro- 
cedures, testinv, housing for new arrivals, skills deficiencies, 
disqualification rates among nrovis tonally cleared employees, idle- 
ness and boredom in □ interior decoration of work areas, and high 
attrition rates among clerical employees. 

Recrui tment o f Clericals 

50 . The recruitment effort starts with Agency participation in 
a particularly disorderly labor market. A majority of clerical can- 
didates are under 20 years of age and are entering the market for the 
first time. The availability of candidates 3hows seme but not a 
dominant seasonal pattern tied to graduation dates from high schools 
and other training organizations. Typing and shorthand skills are 
usually untried, often rusty, and many times deficient for lack of 
aptitude. Skills testing performed in the field under other than 

- hf, - 
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51. The experienced recruiter can detect a vide variety of 
disqualifying conditions among clerical candidates , "but he la also, 
ve are cure, made more tolerant in his appraisals of applicants and 
reassured by the knowledge that intensive security and medical in- 
vestigations plus careful skills testing will follow his recommendation 
that processing of an applicant be initiated. There are other factors 
disposing him towards tolerance. One of the most important is the 
state of the market. If the large corporations and the medical and 
legal professions, for example, are hiring clerks at age 17* then the 
Agency must do likewise or suffer the consequences. Another ingred- 
ient is the understandable desire of the recruiter to maintain and 
improve his recruitment score. A third consideration, and one in 
which we were particularly interested, was a lack of "feel* in the 
recruiter for current headquarters operating needs . This sense of 
reality about clerical matters should derive in part from a recruiter a 
personal work experience at headquarters, and ve have indicated else- 
where that we think that the current generation of recruiters outside 
the Washington area is distinctly short on such headquarters condition- 
ing. ¥e also believe that recruiters should be provided fuller 
information on disqualification and attrition patterns among clerical 
recruits. 'The Clerical Assignment Branch and the Applicant Review 
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Panel acquire a large volume of extremely significant information 
about applicants and clerical employees who fail in Agency lobs, 
but by and large very little of this gets to the recruiter beyond 
summary information on cancellations among his own applicants. We 
think that more analysis and communication of findings on this sub- 
ject wild he well worth the investment. After all, we are dis- 
qualifying one half of the applicants we process , and the cost of 
ftill processing is estimated to fall very roughly in. the range of 
&*,000 Tier applicant. 

52 . We talked to many peonle about further measures that might 
be applied to reduce the Agency's disqualification and attrition rates. 
We identified several practices that we would like to see applied. 

The first is increased use of the pre -employment medical examination. 

We think that the Agency should contract for examination services in 
key cities and pay the expenses of applicant travel to such examination 
points. This would entail some increase in operating expenses, but 
there would he many compensations. There are severe psychic costs to 
the individual applicant when, due to medical problems during the post- 
K0D examination, he or she is held in the I I pool for four months or 

more without explanation and long after most SOD companions have been 
assigned. Secondly, we believe that clerical recruitment should be 
concentrated on the East Coast and that it should be performed by 
recruiters on TDY trips from headquarters . The excellent record of 

- H8 - 
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the b'aryington Area Recruitment Office located in Roaalyn surest*? 
that there is a gharo rain in discrimination with increased awareness 
•rnd ’feel' for headquarters problems. be think the system, ought to 
t>??.v -more attention to the applicant’s high school performance record, 
because of the inherent limitations in all such indicators, we would 
experiment and sample here rather than aiming at full coverage of 
transcripts . Certainly high school transcripts should he requested 
in all cases of reasonable doubt. The correlation between high school 
record and successful clerical performance is little understood at the 
present time, and we ouabt to determine what it is and how we might be 
mulled by it. 


Processing Pro blems 

53. The CAB management now aims to Process clerical employees 
through the system in six weeks or less in contrast to the 197C 
average of approximately ten weeks. Individuals who EOD with full 
security clearance , pre-employment medical examination , and acceptable 
typing scores, will often clear the system in three weeks. Candidates 
brought into | ] on provisional clearances are at the mercy of many 

variables and may well spend three or four months in processing. 

ft . he found that field security investigations continue to be 
very time eon'"uming, but we made no detailed investigation of the 
reasons behind the present situation. In a large sample of 1970 

.. Up - 
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processing experience we found that 28l or Just over U0 percent of 
693 clerical applicants put in process between 1 January and 
31 August 1970 required more than 120 days of security processing. 

55 • In the case of medical processing we found that 0M8 has 
traditionally insisted on performing physical examinations at head- 
quarters. Given this policy and the maintenance of only enough 
doctors on contract to perform 24 examinations per day, it developed 
that EOD rates for clerical employees , professionals , and employees 
processing for overseas were regularly overloading the system during 
peak periods and delaying many clerical physical examinations until the 
third week of processing. It appeared to us that only a minority of 
these delayed cases could hope to clear the Bystem In six weeks. We 
have already commented that pre-employment medical examinations would 
reduce workload on the entire clearance system, and it is evident that 
such a policy would shorten processing time through | | . To the extent 

that pre-employment physicals prove infeasible, we recommend that QMS 
build up its roster of contract physicians to guarantee first week 
examinations for EOD clericals. 


Housing of Clerical Employees 

5 6. The clerical employee in need of housing accommodations is 
referred by the Clerical Assignment Branch to the men's and women's 
dormitories | I in northwest Washington, 


-50- 
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D.C. Transient rater, are per month and *6.50 per day for shorter 
periods. The employee, jiarticulorly if under ?1 years of aye , is 
caught in a web of uncertainties that tie him | kgainst 


noor services , noise, drab surroundings .. and cockroaches. We think 
that the Office of Personnel should show increased concern for its 


25X1 


his will, and we found virtually unanimous and often intense dislike 
of these facilities among the present and former residents to whom we 
talked. If the individual’s clearance is slow in coming through he 
is in no position to commit himself to the leasing of an. apartment for 
fear of disqualification. Host apartment managements will not lease 
to groups of employees that do not include one legal adult. All of 
the clerical employees we interviewed wore emphatic that an employee 
cannot live alone in Washington » D. C., in the present period on a OE-b 
salary. Under these constraints the individual must almost inevitably 
react with rising irritation I lfor real or fancied 


25X1 



nent. Ue could find no alternative solution to this housing problem 
that did not seem to nromise even more undesirable complications. 
Earlier Agency experience with clerical housing has proved beyond a 
doubt that segregation of the sexes is essential. This is the prin- 
cipal advantage of the present arrangement. Pome Agency personnel 
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over the yearn have advocated Agency owned and managed transient 
housing, hut cover problems among others have thus far ruled it out. 

seems to he the test solution available at the present 
time. Its unsatisfactory aspects could he even further minimized by 
shortened. POP processing time. 

Pork Patterns in| I 

57. After the third or fourth week -in processing, the clerical 
candidate trill have completed all scheduled activities and must now 
settle in to a study and work. routine while awaiting security and 
medical findings. If the employee has failed, to pass typing or 
shorthand tests, he or she will spend a raa.lor portion of each day 
practicing for retesting. Allowing liberal amounts of time for these 
purposes , for recreation, reading, and socializing, there is still a 
substantial problem with boredom and restlessness. During one week 
In September we noted that 100 people available for work assignments 
logged 5^ hours of project work and classroom activities. This left 
something over 3,000 hours of the work week for practice of skills and 
unscheduled activities, We would like to see the Office of Personnel 
canvas all components of the Agency at least once annually for un ~ 
classified work to be performed at the | | We suspect that parties 

of selected □ clericals could be made available for escorted work 
assignments at Langley, e.g. , in CIA Library, without undue risk. 
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58. He suggest that Staff Personnel Division enlist the assistance 
of appropriate individuals in 0TB and in CBS (graphics, library ) to fl 
plan and introduce additional training and recreation facilities. 
L-rmguage laboratory equipment , a urogram of film, current boohs and 
periodicals are obvious candidates for improving the present situation. 


Section Facili ties 

5. n * Pnaca in the .Ames building devoted to clerical processing 
activities is generally adequate. It is utilised to capacity in the 
neat; periods of soring and fall. He did find the facilities painfully 
functional and drab . This combined with lengthy clearance times , lack 
of interesting work, and the accommodation problems 

led us to the conclusion that the Agency ought to make a greater effort 
to create a favorable initial!, impression of itself among so large and 
so young a segment of its employees. He strongly recommend that the 
Office of Personnel secure the services of an interior decorator con- 
sultant and spend a modest sum in. improving the appearance and appeal 



Placement and Utilization of Clerical Em ployees 
Ao. Some personnel officers with whom we talked argued for the 
right to interview and reject new clerical employees . We feel certain 
that the practice would prove totally impractical. The Clerical Assign - 
neat Branch, should continue to assign employees on the basis of guideline 
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requirements from operating ccvirsonento concerning fie personalities , 
ajnieartmcea , and sldtlls required in particular assignments. There 
ircro eaoupii complaints, however, froa nersonnel officers and from 
experienced non! or clerical employees with whom ire tallied concerning 
irvmturity and poor motivation in clerical employees to suggest to 
no fiat vigoroun net? efforts ere needed to reduce these problem . ^ 

Cl. OP resources have not permitted follow-up interviewing of 
clerical employees toward the end of their apprenticeships in Agency 
joon. Cfcftf* Personnel Division piano to inaugurate such an inter* 
viewing orograw. in the near future, and this should yield many 
benefits including sharpening up the assignment process. 

CP. Pe think that underemployment of clerical employees could 
ce more explicitly identified and reduced f trough more comprehensive 
Job auditing by OP’s -Innagoment and Compensation Division, lie have t 
recossnended sue?. 1 a urogram in our discussion of that component. 

C 3 . fl measure that deserves serious consideration at this stage 
of the Agency’s experience is an Agency-wide clerical career service. 

To would concentrate on developing ito capabilities in placement, 
reassignment, and counselling of employees, and we Judge from many 
favorable comments on the performance of the clerical panel in 0K13R/DD? 
that the basis for such a career ocrvi.ce already exists. Tie would 
institute a clerical vacancy notice system throughout the Agency and 

- 5 *! - 
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promise that under normal circumstances vacant clerical jobo would 
'be advertised together with a statement of required qualifications , 
and that all Aigoncrr clerical eamloyecm would be guaranteed the right 
to anolv except in certain situations ouch as short tenure , very 
brief job experience, or saturation of applicants for popular lobs. 
Tbo seed for such ventilation of the internal Agency clerical job 
market van brought hone to us in mny clerical 1 nterviern • lie talked 
to typists end secretaries tlio were bitter about being trapped in 
their present assignments and vho felt unable or afraid, to take any 
meaningful action for change . ”e talked to others who bad recently 
changed jobs but or.lv because they bad learned of the opportunities 
through '■-Tanevi no channels. Almost without exception these people 
endorsed the idea of vacancy notices (already employed in some 
components of CIA) while being realistic about their limitations * 

The nor, tiny of vacancy notices at appropriate locations in. support 
offices and in the Office of Personnel would also afford logical 
opportunity to offer counselling, services. My employee interested 
in discussing his career aspirations and problems should ’be assured 
pji Interview with mi experienced arid disinterested representative of 
the Office of Personnel. 

6k, Ml Atwncy-widc servi.ee would also provide using components 
with a wider selection of candidates for onen positions. There is 
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ample evidence upon which to build a case against the degree of 
compartmentation that now obtains. A high percentage of secretaries 
throughout the Agency, Including the CS, are married and cannot 
serve overseas. Others are prevented from doing so because of poor 
health or because they are tired of such service. As a consequence, 
many important overseas positions are filled by assigning inexper- 
ienced young ladies, recently hired. 

65 . In summary, the prime objectives here are: 

a. to provide clerical employees with straight- 
forward complete information on job opportunities, 

b. to give each clerical employee the knowledge 
and confidence that she can exercise personal initiative 
without penalty, and privately if she chooses, to inves- 
tigate job opportunities and to pursue changes in career 
interest. 


f 



c. to provide the best qualified person to the using 
component . 



Management of the Agency* s Clerical Processing Program 
66. We expressed our appreciation at the beginning of this section 
for the style of management now visible in the Staff Personnel Division / 
of the Office of Personnel. While noting the wide dispersion of clerical 
processing functions and control in the four DDS offices concerned, the 
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additional measures re have recommended od<3 ur> not to a realignment 
and concentration of author!*;/ but rather to increased einhaois oa 
eosvaBaieatioa » feedback , and stronger leadership on the pert of the 
Office of Personnel . Ctaff Personnel Division must net the pace and 
rrJ.se any and all iesues tith the other DBS components that promise 
faster -nyocescjin^ tmd more considerate treatment of clerical enployoeR 
entering on duty. A clerical laana^effiont council, may be needed or at 
least the formation of interoffice tmk forces from time to time to 
review’ the functioning of the nystea and make recormaenrlations for its 
further improvement . 

heccjsuoRdaticn JTo._ 10 

Shot tho Director of Pedicel Services adopt a policy 
of ure-SOD Ttedicnl examinations for clerical applicants . 


V 


licc^ffi’cp,dat:iqn ho._ 11 

Wist, tho .Director of Personnels 


a. Concentrate his efforts in recruitment, of ( 

clerical employees on the Bast Coast and rely to the 
mardmura extent possible on use of recruiters on TDT 
trips from headquarters j 

h. Cample hi fh school transcript records of 
clerical applicants on & sufficiently large and eon- \ 

tiimlpe basis to determine their utility in forecasting 
acceptability of clerical applicants * 

c. Canvas all components, of the Agency annually \ 

for unclassified vor k to he pe rformed by clerical, 
applicants in process at 
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d. £eak professional advice in planning and ( 

ijTOlenoatinrj improvement .in the decor of the | | 


Eeconr'ser.dation X?o , 12 

fuat the Director of Central Intelligence concentrate 
under Ms Director of Personnel responsibility for career 
nanaryracmt of clerical eraplovees * including secretaries, 
typists, and file clerks f, encor-marjsins assirnnont, promotion, 
mid amnaelliaar of individual employee#* ; employin'? regular 
advert! serpent of ,1ob vacancies and the qualifications 
required. of apnli cant 3 who ac-nire to fill them, and. including 
responsibility to oversee, to counsel, and to assist clerical 
employees in obtaining trai nine and in applying for pro- 
fessional assignments. 


Correspondence and Applicant Records B ran ch, STO 
67. f’bo Correspondence and Applicant Records Branch (C.F.3) of the 
BtrSf Personnel Division (SPD) provides the routine, hut highly 
necessary, day- -to-day support to applicant processing operations, 
staffed and supervised entirely by women, the CRB has a T/0 of 13 
at the urooent time. 5!ho primary functions of the branch are: (1) 
eunurrlny appropriate action on incoming applicant letters, (?) pre- 
paring the nropor correa uoudence , end (3) establishing appropriate 
applicant files. In performing their assigned responsibilities, tho 
branch works closely with the Recruitment Division and tho Professional 
nolection and Clerical Ftnffiny branches of the Staff Personnel Division, 
ffio activity involves the preparation of more than 30.000 letters per 
year, of which approximately 20 percent require special handling; that 
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Is , a unique letter is prepared rather than a selection of one of the 
many form letters available. 

68. A somewhat complicated, hut efficient, applicant-record file 
system controls the applicant file during the entire processing pro- 
cedure. If the applicant does EOD, an official personnel file 13 
established elsewhere in OP and the Interim file is eventually des- 
troyed. The interim files on all applicants who do not EOD, for 
whatever reason, are coded by the branch personnel and sent to RID. 

The coded information results in a machine print-out of personal names 
and pertinent related data. Copies of the print-out are held by RID 
and a copy is returned to CRB for name check purposes . The hard 
copies of these files are microfilmed at the end of three years prior 
to destruction, but the file remains under the control of RID. 

69- CRB supervisors were concerned at the time of our survey 
with the size of the name check file. The file had grown to over 
125,000 names (an accumulation since 1950) and was time consuming 
and unwieldy to use. Checking for possible previous contacts with 
applicants over a 20-year period was netting minimum results. Finally, 
a decision was made to restrict the name check to a two-year coverage 
consisting of approximately 30,000 names. 

70. At the present time, the CRB handles all correspondence 
involving professional applicants . Other than an initial acknowledge- 
ment letter, however, the Clerical Staffing Branch handles all sub- 
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sequent correspondence with clerical applicants • We questioned the 
logic end efficiency of this division of labor in the Staff Personnel 
division* Originally centralized in one unit, it was separated some 
eight years ago during a period wh.cn the Agency heavily involved 
in recruiting clerks , including, a hi "h percentage on provisional 
clearance. r £ha recently e.onointed Chief, BPD, also has questioned 
it 9 however, and a decision has been made to transfer the clerical 
correspondence activity to Chh. Centralising thin activity will probably 
increase efficiency' of operations although communication "between die- 
rowed units -rill 'bear watching. 


71. Overall, -re found tire breach tightly supervised with gen- 


erally good enrol e. Shere was evidence of lack of adeomte coBanm~ 


i cat, i one up the line, hut. this ires ranidly being iwrnroved. ‘fhe chief 
of the branch, while assigned for ?neny years to this -position, is 
still very active and. constantly alert to new ideas and cotter vavo 
of performing the assigned duties. 

72. She chief and deputy chief, along with their staff, are 
nerformiast an iuwortant function In the Office of Perocsanel (and 
Agency) . ©loir efforts have a direct leering on the Agency* o public 
image. 'Pteei'tnerss and accuracy of correspondence with any and all 
potential applicants is ascot important. T To were pleased to find that 
not infrequently applicants nontioaad thin fact while at head-quartern 
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for intarvicsm nad test. In:;. At all levala within the branch, 

v;o imrassed 1 r? each individual's mrnrenoar, of this roel. 
CIO is o, rood 
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rymrur for pm’is a,h> comoi. 

1. Thoro arc orouped under this denuty all of the bade 
functions i)avi»n to do with Position r-nn3f^aa«mt in CIA. 'These 
include the definition of individual iehe and of the staffin'’' 
Pt-ructwrcs of onerntitin coffjoncnts » the rairterance of the Ayr.nc y 
records of nositionr? and employee erclfn'acnta n and, finally, the 
production of the varied rosters ond statistical data on -which super- • 
vi.roiv. end Planners Vase their daily decisions in personnel admin- 
istration. Also attached here for reasons of historical, accident 
arc a Plano Staff and a Review Staff. Tinc&i is very smll and eon- 
ceraefi for the most mart with studies levied anon the Office of 
Personnel fros. above. 


TSvir, ion. flic letter is made un of three branches of approximately 
ec.ual ois?e handling (l) quail ficationo analysis, (2) statistical 
renortln^s and (3) transactions and records. 

Sie Plans, and.. Revi ew Htaf frs. 

3. Sbo Plana Staff had been preoccupied for the past year with 
a study of the professional Hannover s i tuation— Pf -12 and above— 
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facinrj the Apency In the 197Gs . This culminated at the end of the 
year in v, series of brlefinpc of .Agency coni or mwmpejnnnt and of the 
wawysern of career cervices on -projected retirement and other attri- 
tion rates and their possible impact on oromtion opportunities for 
younger entployeoe . The career services were beinp asked in turn during 
early 1971 to tranc3ate these peneral findings into projections of 
promotion potential for each of their employees and to pirn appropriate 
adjustments in their recruitment and career management policies. Other 
recent Plans Gtaff asaifljroaents have included attitude surveys wrxmz 
c^trroer smnlcyeea and other categories of young professionals , eval- 
uation of PIPS automation proposals for OP, and detailed studios of 
employee reaifpiation patterns. In its P7 73-77 program call the Dtaff 
vas being oriented toward study of long "range functional, organisational, 
find technological change facing the Afsencv end the implications in such 
change for its management of its personnel* 

4. Keeping the .Agency* n personnel regulations up to date has 'been 
the •orinciupl, rasponsi bility of the Review Btaff. During the next few 
years the Staff proposes to perform. studies of Agency personnel policies 
rs»cL processor v.ith emphasis on the evaluation of their current effective- 
sens in comparison with their original objectives. Tire Plans Gtaff , by 
contrast, will focus on the long-range future. It appeared to us that 
the delineation of the work of the tro ntaffr, would prove to ha a pretty 

- p3 - 
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fu tit* affair ji and that oro.lect assignment rather than specialisation 
in particular fields of pemonnel administration vill characterise the 
nos cf viie tup staffs » 

5. ’’Then rind. }\e*y vt 1.1 t’-erje staffs «potluco their r.ia t 1or Immct in 
tho future? Certainly not in dav-to-dey conduct of businonn. Ass-r 
cmeutior from a senior manager of the Agency concerning such mttern 
an retirement , contracting, or irsurance vilX inevitably bo directed 
to the srsociftliyt , and, airdlarly, incipient problems in any riven 
field mi .ervlny to he recognised and analyse! first at the gr mo roots 
lava! of da - '- -to* •clay operations . seldom by a Plana -taff. 

e. dho facts O''’ rroeoialj sation , ho* naves? , do not preclude the 
•presence of ■•‘roblerin of nyotect dehi/m throuphoxxt the OP components $ 
not prevent oolle.ljoration a>.«onjs eomronents on problems that require 
a variety of n’.-ills for solution. r te ”.rero Ismreaaed, for ernrrole, 

■with tho ?cno,.Tol:lubnontr; and the quality of the expertise in -personnel 
adrd.niatratio.n matters that had been anassod among the SP careerists 
on the SIPS staff. After the HIPC? -olau becomes operational 9 this 

? 

expertise should "be returned to the Office of Personnel to vorl. on 
evolving operational •oroblcraj . Vo also noted during the innroction 
tho oxintence in many OP shorn of problems concerning form , files ? 

•mrl: fiery, and the acquisition of office equipment. Tho Office of 
Persoaue.l should maintain aosac centralized exnortioc in these fields, 
if only to eaoure that lively contact is ralnteiaed vith the x^any 

- 6h - 
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other Parts of the /.gentry where useful hnavlo&ge and experience ore 

hoing act mired. 

7. burning to Agency -wide oernonnol planning needs, it seemed to 

wo that the Director of Personnel and. h.l« flans ntaf.f needed to ootab ■ 
livfc c.t»d maintain a livelier contact vith the managers of operating 
cotreonents concerning their nla.nn3.nj; needs and interests in the field I 

of personae! administration * Out of such contacts should ec ne more 
collaboration ond t 1oint esjjerirjontation oa interface problems . Amour: 

tmeh problems vc trould cite, for example, aue.tyainr the roles and 
iJicrooolas the effectiveness of tiersounel officers, evolving tetter 
tee*mipues in employee counselling by line managers and personnel 
officers , and studies of t’jo quality of employee performance in relation 
to predictive teats and placement policy. v % have previously noted that 
tho director of Personnel does not pursue an aggressive policy of 
cocwarinr-: , publicising, and oropoviag standards for tho fundamental 
processes of career management eonaon to all of trie Agency’s career 
services , 

8. fe have not proponed increased police powers for the Director 
of Personnel over the Agency’s career services 'because ve agree that 
the operating moacgeiaents with their intimate knowledge of quality of 
performance of individual employees must have final say in assignment 
and promotion decisions. T To do believe, however, that CIA’s career 

- f? - 
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service management policy should be more open and visible to its ' ^ 

employees and that the Director of Personnel and his Plans Staff 
are the logical instruments for promoting and coordinating the 
necessary studies and programs. 

9. In sum, the Director of Personnel needs in his own office 
a better defined and more versatile capability to deal with a wide 
range of ouostionn. Internally, these have to do with system, 
method, anuipjnent, and forthcoming articulation with PIPS auto- 
mation. Externally , they center on innovative relationship with the 
operating components and career service managements of the Agency. 

These objectives can be best served through a Planning and Systems 
Staff consolidating the capabilities of the three existing components — 
Plans Staff, Review Staff, SIP'5 Systems Staff (personnel) - and adding 
new skills relating to equipment and work methods. The new staff 
should use small task, forces that draw on appropriate skills from 
operating components. Project objectives should be explicit and 
United . Deadlines should be short. There should be rotation of 
personnel on a two to four year schedule for most staff positions. 

The si so c-' the staff should be held to about the present level of 
ten to twelve people. 

IRecrawwiMfttion Do ,_X3 

That the Director of Personnel assemble his Plans and 
Review Staffs and hie f’lPP systems oersonnel, when available, \ 
into a consolidated Planning and Systems Staff attached to 
Ms immediate office. 

» £6 - 
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Control Dirts ion 

10. The Control Division has a Statistical Beporting Branch, 
a Transactions and Records Branch, and a Qualifications Analysis 
Branch. f'eorr ap'd call 1 /, this division has 'been one of the contin- 
uing victims of decentralisation. In February 1071 the division, 
lose Tran actions and Records Branch, vao moved once more* this time 
to 'loot- ate. 

11. fho division has been used an an area for niacin," problem 
employees . The nature of the work is Mundane and repetitious j 
imagination and initiative are not repaired, Tet the service per- 
formed by the division is important. It provides the statistical 
reporting “Thick supports the control mechanisms of the Agency. It 
also operates the File Boom and associated sections, which permit 
ready access to basic data on employees . 

12. The Qualifications Analysis /Branch is charged with two min 
functions. One is to maize and then update the biographical profile 
for each employee. The second function in to code the qualifications 
of each employee for machine retrieval. The 

Section is completely staffed by female staff employees and supple- 
mented by two contract employees . They extract information from 
personnel files, f’or.t of the employees seem contented, although there 
is nemo evidence of restiveness relative to the supervisor. Generally, 

- 67 - 
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however, there is an atmosphere of just getting the job done. Recently, 
the career management office has deliberately sought to introduce young 
employees into this section. 

13, The Section consists of two staff 

employees whose work is supplemented by five retired annuitants on 
contract. The task is to convert the qualifications expressed ver- 
bally on a form into a code which can be used in machine searches 
for particular skills. All career services are provided on a regular 
basis with machine listings showing the academic degrees and language 
skills recorded for their career employees. The Clandestine Service 
codes the skills of its employees independently. The other director- 
ates of the Agency request machine-assisted skill searches at the rate 
of about 60 per year. 

Transactions and Records Branch 

Ik, The office of the Chief, Transactions and Records Branch, is 
occupied by three individuals : the branch chief , deputy branch chief , 
and secretary. This front office is a working office in the sense 
that each individual has projects which are not related to the super- 
visory role. The office of the Chief, TRB, is used extensively by 
the Director of Personnel to provide various studies on specialized 
categories of personnel. 
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19* The Job of the branch chief if; r challenging one which 
provides an orwcrfcunity for a young officer to test himself in a 
variety of management situations. The current incumbent has been 
on the Job for about three years. This in probably too long for an ^ 
Individual to stay in this Job. TThlle there are educational aspects, 
tho aggressive individual td.ll soon have reached the limits of ex- 
perience that ho can vain oa the Job. P’rorat that point on, the 
routine nature of the task tends to cause a deterioration of perform- 
oneo ami may stultify the growth of the young officer. It is suggested 
taot a rotational cycle of about ttro years is suitable for this position. — 
•Juch a tine frame should serve to enhance the- individual and assure a 
fresh outlook on the functions of the Job. 

If. The Pile Boon is adequately described by its title. It is 
a large ones snaco filled with the Official. Personnel Piles of the 
staff employees of the Money. It io a beehive of activity with a 
constant movement of files to other elements of the Agency and daily 
recourse to the files for the purpose of adding material. It is ironic 
that when e, file is retired to the Records Center it must be carefully \i 
screened in order to ensure that only necessary material is transported. 
Certainly, it would seem appropriate and logical to do this screening \ v \ 
et the time that the material is placed in the file. A predetermination 
of essential raeords should be made and should take into account the $*-■ 


- 6n 


Approved For Release 2003/04/29 : CIA-RDP84-00780R0040001 00026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R0040001 00026-1 



SECRET 


ultimate rood for Records Center diorosal. 

17. Tho file Roan is staffed with women. The su»ervi 3 or?r slots 
ere frilled by two lone-time employees. There is no owrort unity for 
promotion for the loeer levels. Employees transfer from the file Room 
as soon m they feel the*/ have served an appropriate stint. This turn- 
over servos a Rood purnoso. The file Room serves as a noint of entry 
for clerical werrsounel, who learn a great deal about the mechanics of 
the operation of the office. They move on before they become dis- 
onelumted or dissatisfied. The morale of the file Ream ia surprisingly ^ 
good. It nay ho attributed to the type of supervision, the fresh ideas, 
end the youth of the majority of the members. 

13. The Official Personnel Files represent the legal documentation 
of an individual's career with the Agency. They are important and sen- 
sitive documents . Fe found to our surprise that the files are only n > 

superficially controlled. The single control within the Central File 
foon if? c- card, system, which identifies the Office which has requested 
a file. Hhen the Central File Room forwards files to a requester, it 
does not advise which files have been forwarded. The requester does 
not notify Which files have been received and ore in its possession. 
Subsequent transfers of the file to other offices may or may not ho 
reported to the Central File Room. Thus , the only assured control 
awchnjiifca in the card identifying requester. There in no certain way 
to ascertain if files are lost en route. In consequence, it has not 
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hoew. unmmal for files to remain unlocated for veeTce or months at a 


If. Tv. evjy diccunsion of the need for a Hys terns Rtaff » ve discuss 
t-?.o aoof "’or a general, analysis of the manner in vbieh the Office of 
Personnel handles its neroer information. (Shore 1 b a definite need for 
a :>;ast«*-r-t.lc approach to all aspects of files under the cognizance of 
the office, hue priority area of concern, vc believe, Js the Official 
.Personnel Files . 

f ocornendai ? on ho. 


That the director of rereonnel initiate nro/wt action 
to *'-n‘.rn.re positive and continuous control and location of 
all Official Personnel Files. Thin should include scheduled 
physical inventory of files to verify location and control 




;;‘tatj/;ticr.\_V!eoortin?» brand* 

SO. The statistical Fenortinv Branch (3I?B) vltft a T/0 of ten in 
t r u : ! keener of numerical data concerning Agency employees, The data 
itoclf derives for the most part from the personnel action records 
yencreted by operating eoEroonents ard is maintained physically in the 
magnetic tana Horary of the Office of Computer Services. EBB orders 
and distributes throughout the faeney a substantial volume of standard 
or acaeihiled and rej^ularly undated reports-more than 100 series in 
n ora than GOQ arrangements — Hitch CCS produces monthly or on other 
cyreod frer»uone;ioo . In addition, HUB services numerous ad hoe requests 
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?or ono-timc machine -^roflwcod data listing to supoort s-necial 


studios. The.- branch lias developed real expertise in draft!®** toe 
rocucotn to the counter operators for these listings. 

PI. f?3xe branch lien snunroly in the path, of the DDF BuTvnort 


<n: 


^crmticm Rroeeshicg System (SIPS), 


aafi its na.lor snMevolopinent 


..T>oxm as tun ’’mynover Control Systtra. • Present-day reryjrtiag services 
arc:- oehefinled. to transfer to SIPS data, management centers during the 
latter half of V-Y??.. The users of such present-day statistical reports 
pc the Position Control Pollster , the monthly separation reoort , or the 


“’vcuorv-: re- sorting schedule pay initially detect little change in the 
Product under flPf aegis. The SIPS objectives rather have 'seen con- 
corned pith rational! sin** data input and internal computer operations 
as the mans of changing consumer habits. 'Duplicative innut of data 
'will he reduced to an absolute minimum throughout the Office of Per- 
sonnel. Given more efficient, versatile computer equipment and nrortrams 
the user shoxild see a dramatic speedup in service. Given reliability 
of access he- should become willing to dispense with today's large, slow, 
and expensive flow of standard reports end learn to ask the computer 
on.lv for what he needs at the tine he needs it. The HIPT data manage ~ 
m.or.t centers trill require staff veil trained in data retrieval pro- 


cedures, and ;1B3 staff are logical candidates for such assignments 
given sene upgrading in staff skills. Jfe thick that planning for the 
realignment end the retraining of HTT0 personnel oxight to /rat under 
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85 


Tray in l*)?!. 

??. The DIPS Staff has performer! exhaustive review and revision 
of tl’Q f$W3 standard renortn rdth the foHov.-1.nn; results to date: 

Penarta deleted 191 

• vCoorts revised 198 

"snorts unchanged 
Wc-oorts added 

There are a food many reports deal'lnf for example with n.ualifl cations 
inventory, cjjreer trainee". , and the CTA retirement and Disability 
rsynton that remain to be studied. Reexamination of the validity of 
products Is often cited ar. one of the principal sources of benefit 
from automation projects . We thi.nl- that the OXPfi analysts have 
indeed mdo an excellent contribution to the management and future 
content of statioti.es in the Office of Personnel. We did not inspect 
the SITF! project itself arid indeed considered, that.it would be inad- 
visable to do so during the next 3.8 months in view of the eonploxity 
of the hardware and software developments not? under way. Similarly, 
re have not proposed major changes in existing S7?B operations When 
thesa aro duo to change so drastically in the near future. We do 
recommend that SUB, backed by the Fdreetor of Personnel, anneal to 
operating components to reduce their requirements for standard 
reporting to an absolute minimum during the next lft months in order 
to free ftflft personnel for conversion preparations . T’requoncy of 


'll 


K * 
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reporting should be reduced, e.g., from monthly to quarterly during the 
conversion period. SRB maintains a master library of current reports, 
and requesting components should be asked to cancel their existing 
requirements wherever possible and to use the reports in the SRB 
library or to make Xerox copies of them at their own expense. 


Po sition Manag ement and Compengatio n jivision 

23. The Position Management and Compensation Division (PMCD) has 
a T/0 of 1 6 positions, 13 professionals and 3 clericals. The division 
is made up of two branches. Intelligence & Support, and Scientific & 


Clandestine Service. 

2k. The division is charged with responsibilities under the 
following regulations: 

"The Agency will conduct a continuing program of manpower 
resources management which will assure narimum effieienw and 
economy in the use of manpower consistent with the Agency 
assigned missions and responsibilities 


"In setting up occupational categories and pay levels 
for Agency positions it is Agency policy to follow the con- 
cepts and principles of the Classification Act of 19*9. as 
amended, as a means for establishing effective internal 
position alignment, maintaining reasonable < soraparability 
with other Government agencies, and simplifying adj 
to conform to Federal salary changes and employment bene . 
Overall objectives are to maintain an Agency staff ng p 
522 will attract and retain highly qualified and competent 
employees and which will reflect the characteristics of 
Agency employment, and to provide an effective means of 
controlling expenditures for personal services 
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25. The organization and. control of manpower Is of course 
cue of tee rioat 'basic of management responsibilities. The Agency 
onoratcs mdor a staff Piarnxwer ceiling as established by the Congrean 
and the fffi.ee of .’ 'anarenent and Budget . loch component in the Agency 
in assigned a staffing complement vhich identifies the positions to 
rhieh personnel Trill be assigned to carry out Its assigned rrie.-jionG 
red funetionr. . Additionally , each career service is assigned a 
Career Hervi.ce Grade Authorization vhich controls the maximum number 
of ncroormel antb.or.izod at each General Sebodule grade level. These 
organizational and rannower controls are btd.lt on the basic framework 
of the Table of Organisation (T/0). 

P.6, The T/0 of the Agency ami the staff monpovor ceiling 
theoretically should be the sane numerical figure. Is practice this 
seldotia occurs, but there in a continuing effort toward that goal. The 
T/0 reflects not only numbers but also position c Ians i f i c at ions (job 
titles ) and Of grade levels. All three are vital In controlling wan- 
ooT'er itfcil isation. 

P7. Pro items of the T/0, numbers of positions and associated 
'radon., fern the fraaesrorJr against vhicVi personnel resources are funded. 
Toth vrioyd.ro accurate and up-to-date Job descriptions to be realistic 
figures. To the extent that either in badly out of date-, higher 
'•'prage’-’crt levels are deprived of a valuable source of information on 
the state of the Agency. 
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88. a drev -to -'lay basis, the Office of Personnel is involved 
in ®ithentieatinn and issuing staffing ccMtol«weats and revisions, 
acourinf: that eor-'ocnents adhere to ceiling restrictions , monitoring 
entrance on duty and transfers of personnel, approving temporary 
or orstrcn. f cfcfc situations, evaluatin'? proposals to establish or change 
h.av: atr-tiJG?.* of utipor.grade and. BPS positions, developin'? and authors - 
tioat-’rn the career service grade average, end assuring compliance 
tun consonants . 7.r> performing these tasks it works closely uith 

rr.C slid the Executive Pirector-Cojfitroller . The thrust of these 
nr'traiavj isi one of liaison and monitoring. Fovever , in the tore a 
of position evaluation t no Office of Personnel is solely responsible . 
iu 2.0 ropuirod to assure top management that the positions in the 
corc'oneut’3 uiaffinr complements arc accurately evaluated as to 
occupational category, position description, and pay level. Pe find 
a serious short •fall in this specifically assigned function in the 
Office of Pemonnol. 

29. The Position '.iaimpe-Tnent and Compensation Division's nrimarj 
assignment is position evaluation. The record, shows that a disturbing 
proportion of the Agency is not covered with currently adequate 
position evaluations , '.#>110 the record, for individual positions 

evaluate f* •* s fairly i moresaiv© 


i:u :-7~70), the nu?.-tUer of components surveyed is not. 
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Position gyugreyn by Cont ponetrbs 



ivwbor of 
CorjpOROrtS 

Maintenance 

Rate (yrs . ) 

PCI 

5 

0.2 

DBS 

10 

7 J; 

$m> 

it. 

3.° 

Wl 

10 

0.9 

m/tm 

B 

3.0 

AKOPOV 

h? 

6.1 



% of Position 

■ taxi 17 mm 

Oescr3.pt 1 on v: 

Spread __ £nr? .J_ 

Cowpleted 

3-15 

75 

n-lh 

80.5 

1-10* 

50 

1-10. 

Oo 

n-10 

31.05 

0-16* 

o3.35 


As can readily be seen the average etrsponent survey is being performed 
on soretliinc like a six-year rather than a three-year cycle, which ’.re 
believe to be desirable. Coverage is erratic with ten components 
lacking a wiri'Sf within the past ten years. Aprroxteately one-third 
o-' 1 the total, positions in the Agency lack, a position description. These 
records reflect a passive reaction on the cart of the Office of Per- 
cornel to an assigned responsibility. The office has permitted the 
Ttaanower resources of !F!CD to shrink to tie point where the division 
devotes only 3h percent (PY- 70 ) of its mhhourn to position surveys 
and Individual actions. Tbs rest of the time is spent in reviewing 

•^ih-o ccwipcnents have never been surveyed. 
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cojcjXemonfcjs r , renctirw? to parade chains© reoucnto s r.'rer»n.rius 
fannlny y-rnsrs, and making pay 'idlustrsentn . Timn latter assi ««?.** 
nciuuiro priority end component position evaluations receive 
on3: - minimal attention. t2bia situation ben been permitted to develop 
o*;or tie ■ ■r.-l (■■Pi years an the division has come to operate on a 
; m-v- • fj.ro' an 1 - '/roach . The line components that make the moot urgent 
recuo.rt” Tor reorganisation or monition reclassification receive the 
oht'-: tion o" the all - too-lird ted resources. 

30, Tin? utility of component surveys, in contrast to spot or 
individual volition surveys, is that only through this approach can 
a i n-anlr.' ful audit he made of the total manpower utilisation within 
a emuoneut . ? thorough and cof^rehensive component audit assures 


amt? uent nf (l) the nroner mix between professionals and clericals, 
(-0 accurate descriptions of each position and occupational category 
v? th unique insight into workload and productivity aspects , (3) Proper 
•""e -sir-list ion of United, and flexible positions relationship , and ( J *) 
t'-.o correct : General Her vie es grade level for each position. 

31. y.n our survey we found P/JCD ill-cpuimed in relation to 
its total assigned, responsibilities. In recent years, the division 
has lost sows o r its initiative and has assumed a somewhat passive 
attitude toward accomplishing its total mission. At the same time ve 
acknowledge the devotion end hard work of the individual members of the 


division. 


’.Che Agency uses more than 750 occupational categories and 
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has its full share of complex staffing patterns. These employees 
have devoted their heat talents to maintaining accurate job des- 
criptions, average grade ceilings, and proper pay levels. Their 
technical shills are not questioned. 

32. The present situation calls for positive action on the part 
of the Office of Personnel. Prom a high point of over positions in 
the late 1950s, the division has been curtailed to its present T/0 of 
sixteen, vie believe it to be seriously understaffed. The Deputy for 
Plans and Control estimates that a staff of twenty-four (2*0 persons 
is required to adequately perform the total assigned responsibilities. 
The T/0 of the division should be increased to the point where it can 
carry on its monitoring responsibilities and conduct detailed component 
position surveys on the three-year schedule. 

33. A careful evaluation of the personnel assignments in the 
division is also in order. Many of the present incumbents are approach -■ 
ing retirement in the next several years. Although CTs have moved in 
and out of the division, the main staff of professional classifiers has 
remained static. An organized rotation plan for senior classifiers 

tins been lacking and should be instituted. A review at this time 
should develop a rotational plan (6-8 years) and schedule the intro- 
duction of new blood at all levels in the division. Pending retire- 
ments coupled with a slight expansion of the T/0 should permit these 
objectives to be accomplished. 
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R e coprae n d ation Ho . 15, 

That the Office of Personnel: 


a. Review the manpower resources needed by F?1CD to 
carry o\it it 3 full mission and responsibility and adjust 
the T/0 of PMCD accordingly, 

b. Develop a rotational plan for professional position 
classifiers , and 

c. Assign well qualified young personnel officers to 
the division. 
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DEPUTY FOR SPECIAL PROGRAMS 

1. Tlie Deputy for Special Programs presides over a diverse 
array of activities which bring his staff into contact, in many cases 
frequently, with almost every employee of the Agency. Such exposure 
places a distinct premium on efficiency of performance and on a 
capacity for emnatfcy in handling people. The staff must also keep 
abreast of the benefit and service programs of other components of 
the Governemt and of large private organizations. It is important 
that it be staffed by able people of diverse skill and wide experience. 
We found it veil staffed at the present time . 


Benefits and Services Division 
Personal Affa irs Branch 

3. The Personal Affairs Branch (PA.B) with 16 distinct programs 
is the most diversified of the components of Benefits and Services 
Pi virion (BSD) in the Office of Personnel. It has a T/O of 
7 professionals including the chief and deputy chief, and 6 clerical 
employees . 
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i-i. Over the pa3t 18 years the Agency bar, supported a steadily 
increasing ©Employee benefits program. Soso of the largest programs 
such as health insurance, retirement, and Private insurance plans 
(except EEC LI) have been assigned to other components in the division 
or elsewhere in the directorate , but the great majority continue to 
be concentrated in this branch. 

h - The branch is responsible for both statutory and service 
programs. The former consists of the following. 

a. Federal Employees' Compensation Act. A 'Sovernmcnt- 
nd.de program covering employees injured while on duty. The 
branch works closely with the Bureau of Employee Compensation 
(BTC) in the Department of Labor in filing cases in behalf 
of A&encv employees. In FY-7f>, 209 now cases were processed, 

58 approved, 7 rejected, and 1^3 remained pending as of 
30 Juno 1070 . An additional 311 new claims were filed as 
potential cases pending a future decision. Within PAD two 
professional persons handle the "SEC" cases . At the time 
of our survey, ore employee was on loan to BSD for the 
annual fund drive (CFC). This took her away from the branch 
for approximately six months. This was time the branch could 
ill afford to lose. A backlog of DSC cases was developing. 
Although the branch had arranged for interim fundings on 
‘•sure* 7 cases and concentrated on more complex ones , responses 
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to the field were delayed and an overall slowdown occurred, 
liroloyees who have filed LHC claims should not he the victims 
of ary/ unnecessary delay. 

h. Overseas IToar&talization Programs for Employees and 
'Denendents. The main thrust of this program is to provide 
medical care for overseas Agency employees and their dependents . 


In 77-70. 


ire re provided 


medical care under this program, at cm estimated cost of 
approximately $320,000. Although the number of cases will 
probably decrease (OPPED, 3ALPA) , Inflationary medical cost: 


will 'keen the cost of the program at about its present level 
or higher. In PAR the same two technicians who handle the 


PPG cares are responsible for this urogram. The understaffed 


situation described in (a) above applies equally to this 


function in the branch. 

c. Federal Employees ’ Group Life Insurance (FEOLl). Once 
an amloy<:& has signed up for this insurance coverage 
Agency employees as of 30 .Tune 1970) the Payroll Unit in. the 
Office of Finance is responsible for deducting premium costs. 
The PAB is responsible for handling new employees, changes in 
beneficiaries t and. increased coverage during ’’open’* seasons in 
the program. This function docs not require very many manhours 
in PAP. It is the only employee insurance program not in the 
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Innursnee French , lie questioned the logic of this arrangement 
and were assured that, excent for employee convenience* it 
would he transferred to the Insurance Branch in Eosolyn. 

Tfhen find, if space allocation corrects this situation, we 
recommend that the FECLI propram, in OF , he transferred from 
PAP- to the Insurance Branch. 

6. Service programs, 13 in number, demand the hulk of the man - 
hours in PAB. Some of these require only minimal attention throughout 
the yeer, hut add up to meaningful services to Agency employees. For 
the purposes of this survey , it will suffice to list them without des- 
cription: 

Fed Cross Blood honor and Replacement Program 

Bulletin Boards 

Car Pool locator 

Income Tax Assistance 

Vital Papers Repository 

Fell ei one Pcptnricen 

Absentee Voter Assistance) 

Horn time demanding and of greater impact are the following services : 
a. Casualty Assistance and Employee Emergencies. Manage- 
ment in the branch and the division give this function number 
one priority. An emergency duty officer is available 2k hours 
e, day, every day of the year, A security page-boy electrical 

ftk - 
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system is used to maintain coverage during non-working hours. 
The thrust of thin program is to come to the assistance of 
nn-v cmloyeo and/or his family at the time of an emergency. 
!Ihilo most canes involve overseas situations , support is 
coualXy available on the domestic scons, including the head- 
quarters area, ’'any of these involve the death of an employee 
(Uo in '.5T-T0) when every effort its made to assist the family 
.immediate!’- and in the period following. The branch has earned 
a fine reputation for its vorh in thin field. 

b. Personal Affairs Counselling. Covering a wi.de range 
of problems thin program Is a t! cat eh- all 1 activity, albeit of 
utmost importance in the field of employee assistance. One 
professional, highly /activated and competent, hand3.es employee 
personal counselling in PAB. Involved are minor problems con- 
cerning leases, contracts, and disagreements with roommates, 
up to serious debt complaints, financial problems, and child- 
birth out of wedlock. The counselor staffs out every employee 
debt carmlnint received by the Agency and prepares a response. 
In difficult cases she will work out a complete personal budget 
with an emoloyoe ^ in these cases a monthly follow-up meeting is 
mandatory. An some of these cases involve PSAS assistance, she 
does the staff work prior to their submittal to the PSAS Board. 
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Che? worh.c elonely with the Executive Secretary in these cases » 
Both debt eo«F>Iatntn and unwed mo them ’ cases have shown n 
disturbing in crease over the oast few years. The increases 
have boon particularly associated -:rith new employees , many 
or. board loss than one year, ho suggest that the Office of 
Personnel address itself to n study of these cases, homing 
there! r/ to arrive at some remedial actions beyond those 
currently in force. 

c. Exit Processing. In November 1970, the pre-exit 
interview program ma moved from PAB to the Professional Place- 
ment Branch iu the ntaff Personnel Division . Exit processing, 
however, involves much more than determining vhy the employee 
i" leaving: it involves the technical procedures of separating 
on individual from the Agency, for whatever reason. Including 
sivi'ier-only employees , some POO persons are processed out each 
month (2., if 30 in Fy-7 n ). We found the procedures efficient and 
streamlined; the PAB personnel appear to he on top of the problem 
.and alert to new ideas . Por exacrple , uuon their recommendation 
contract employees probably will be processed-out by PAB in the 
near future. Previously handled by the individual's contracting 
corownant, it was suggested that they be handled in the same way 
staff emlovoee are processed out. Contract employees then would 
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'be asrvurerl of oonal and full knowledge of all 'benefits and 
obligations associated with leaving tbs Agency. A"trial run"' 
with TiD | I contract employees is under way end promises 


to be successful . The transfer of function should be adopted. 
Inedecuete physical space lesd3 to confusion, Hit the branch 
personnel hove learned to live with the problem. 

7. Vfe arc deeply concerned about the Inadequacy of assigned 
•physical space in the branch. It is not so much lack of space but 
lack of minimum privacy that troubles us. Employees desiriny counsel 
on strictly personal problems are not afforded the privacy they deserve, 
In our interview with branch personnel each person , without exception, 
mentioned this as the sinrle most serious problem in the unit. T 7e 
urye the Office of Personnel to study this problem apain and attempt 
to find a solution. The confusion associated frith exit processing 
mentioned above , although. troublesome, in rot on a par with the lack- 
of -privacy problem . 
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i cation*. between the field and headquarters requesting assistance. 
a rn-vised, u-o-to -date handbook was sent to the Chief , Support 
•-torviees , TT.r., on 3 February 1970 for anr-roval. At the timo of 
the survey no final action of approval had been riven for VAt- to 
ruhliah . 'Te flrd this unacceptable and ergo Prompt attention to 
thin matter. bo farther reco T sftend that these handbooks, once re- 
v'.nel. nub published. be maintained nr-to-date on a current basis. 


on a current basis . 


9. 'bile jhxS.lv support! nt the annual, fund drives in the A prelacy, 
v..,, cuostion riannrtemnt's ( 33D) decision to staff them at the expense 
of the HSC and overseas hospitalization claims nroaran. Ve feel that 
this in a misdirected -rrioritv. 

If. op "d niipfr Persons Act establishes a program designed to. 

(a) achieve the freedom of the Individual, if he has been incarcerated 
!n tho lire of dut.-r and (b) assure the vellheiny, of Mr, dependents 
dttrinr the "v»riod of imprisonment. Under the lav the Director of 
'V.rsomel is in a fiduciary role relative to the raissinff employee. 
nn, c VYOFJrm u executed on behal** of the individual until there is 

clear or Presumptive evidence of his death. 

!J.. The program is administered vith coranassion, deep involve- 

iont v and n fine sense of responsibility toward the prisoner. It is 
a lumane, concerted effort to sustain the dependents and to encourage 
the nrl corners . fhe office has developed a briefin*? program for 
individuals roinp to risk -of- capture areas which serves , at least. 
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to roansnro then thot their dependents will la cared for. All in 
all, the Office of Personnel io to be comondeu for their execution 
of villa Program in such a. sensitive area of human relationhh:!; jo » 


Central Proem dinm Branch 

IP, f f 1; o TVlrcct or of Personnel is charged, to provide a Processing 
service in cooperation with other support components to arrange for 
travel, and the .'shipment and store sc of employees * personal effects , 
inclndti-x pljicrent. of privately owned vehicles . This function is 
di- 'Charged through the medlim. of the Central Processing Iraucli. This 
branch, easts! sting of 32 individuals , is a mixture of Personnel , 

' ‘ir.-aneo , and Iiogi sties reonle managed by the Director of Personnel 
through the Director of Special Activities. 

.13. The unit arrears to he worhing effectively . Per copvrslaints 
on the "’s’X't of travelers have Icon encountered, ■■tost travelers appear 
to find, that the services provided tieet their requirements on a timely 
basic- . Ve puegppt later that the application of modem information 
processing techniques may enhance the existin'? service . The workload 
itself ie cyclical with the heavy travel months during suraer vocation. 
There arr cart'd, derable stretcher of tmderemployment for the staff. 

lit, vie nance situation is rc.anombly pood, hut when all nro*- 
centHmr technicians are fal3.v occupied with interviews, the scene can 
lc one of visual confusion and audio din. The noise situation could 


.... go ... 
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he Improved through "better Intercom facilities for the technicians. 

13* She personnel asrtifomont plxiloaophy within CPI has horn 
one which has emphasized continuity rather than innovation. Once n 
suitable operating technique has evolved there has been little drive 
to improve it. 'This may be satisfactory as the nature of the pro- 
cessing contains many repetitive operations. Nonetheless, consid- 
eration of new management techniques might permit manpower savings. 

Por example, it would appear feasible to program a small computer 
to respond to the man?* variables existing in travel situations. Tf 
such should prove to "be the ease, the travel technician could, query 
the computer with the specifics of an individual, travel case and 
receive a response which would indicate travel alternatives and 
allowable costs. This information could bo available within a 
matter of seconds, permitting the employee to select his course of 
action and p* about his business in much less time than is currently 
involved. Fuch a use of modern information systems might permit a 
reallocation of human resources or the handling o<* cases in shorter 
time. 

1'. Repeatedly, the interviewed technicians stressed the fact 
that they were underemployed during the season of the survey. Several 
also volunteered the fact that they were somewhat underomploved during 
tho neat: season, ‘hir general Impression is that this branch is slightly 
overstaffed for its present and contemplated workload. 

- nn - 
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recommendati on No. 3'; 

'"'’bat the Director of Personnel study the workload 
demands noon the Centred, Processing Branch subsequent 
to overseas Personnel reduction programs , such as 
HAIFA and OFREiD, to determine the manpower needs of the 
branch . 


25X1 



travel seems to be least feasible in situations involving TDY travel. 

?■ nemanent change of station normally involves several months of 
lead tine -which permits the scheduling of the traveler veil, in advance 
of the performance of travel. Frequently, fPY travel rcouires our 



25X1 


cannot alvarr. bo accommodated to the operational needs motivating the 


proposed travel. At such times. 


becomes a hindrance. 


25X1 
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^ecommendatl on Ho. 17 

That a careful review "be conducted to determine if the 
une of tills discount package travel plan is "both economical 
and operationally useful for both PCS and TDY travel. 


.Employee .Activity Association 

If. The Office o«* Personnel's contributions to employee morale 
and well-being in the fields of recreation * convenience, and physical 
fitness are managed and implemented by the Employee Activity Association. 
This in a private organization of some 


piembers which was formed 25X1 


to provide employees with the opportunity to participate in various 
instructional clauses , social groups, and snorting activities. One 
of the aims is to operate the EAA on a non-sihsidized basis. Income 
is veuerated from membership fees ranging from $2 to $25 and by 
profits from the operations of a avail store. 

10. The Association is divided into three primary functional 


areas. One area is responsible for the operation of a ticket sai.es 
facility and clubs and athletic leagues; a second operates the 3-1AA 
store and the third manages the physical fitness roam. The ticket 
sales nctivitv is manned by two staff and two contract employees. 


8SCOT 
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20. The ticket sales activity formerly used a voucher system 
with various theaters, cinemas, and Bports teams in the local area. 
Tickets purchased through this means frequently were available at a 
discount. The number of facilities offered were limited to those in 
the local area with whom agreements had been reached. In an effort 
to expand the available services, EAA has subscribed to Ticketron, a 
centralized ticketing service which can provide computer printed 
tickets on a confirmed space basis within a matter of minutes to a 
great variety of entertainment and sporting events on the East Coast 
of the United States. Access to Ticketron has provided a much en- 
larged base for ticket sales. It does have some disadvantages. 

® Ticketron not only does not permit discounts as a general rule; it 

also requires the payment of a service fee. This fee is presently 
25# of which 12.5# is returned to EAA. The service fee will shortly 
increase to 35#, at which point EM will receive 15#. It is the 
general feeling of EM that the availability of more ticketing 
services will offset loss of discounts. This phase of FM Is pri- 
marily a convenience for employees , and was being heavily patronized 

In the early months of 1971* 

21. The group recreation program seeks to provide instruction 
or social opportunities for employees in a wide range of activities. 
Instructions range from practical subjects such as auto maintenance 
through karate to the esoteria of computer sciences. Social aetivitiee 
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include bridge, Toastmasters, and similar events. In addition, there 
is a skiing club with scheduled trips to Charnita during the skiing 
season. Any type of instruction or club will be offered if there is 
sufficient demand. The major problem confronting the area is space. 

No classrooms or meeting rooms are regularly available. Considerable 
time is spent in scheduling or arranging meeting space for these 
activities . 

22. Athletic leagues are operated by EAA for most of the common 
team sports. Again, a major problem is space for conducting these 
events. The competition for public school gymnasiums is becoming 
increasingly intense, and the Agency is in no favored position in 
• scheduling. In an attempt to deal with the space problem, a building 

dedicated to EAA has been proposed. The building would provide meeting 
rooms, a gymnasium, office space, and bowling alleys. Funding would 
be by the Credit Union on a standard construction mortgage basis. It 
is estimated that the income derived from the operation of howling 
lanes alone would enable the amortization of the mortgage in about 
ten years. 

23. The EAA store is a small retail outlet which offers a 
selected line of merchandise to Association members at discounts 
ranging up to UO percent. An effort has been made to provide service 
to employees in other buildings , but this has foundered on various 
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logistical problems. The store operates quite effectively. If more 
space were available for specialized catalogue sales and better 
merchandising, more income could be produced. The management of 
the store has done quite well in producing a large amount of income 
from a limited base. 

2h . One of the requirements of the Executive Director has been 
self-sufficiency on the part of the store. It has achieved that aim. 
The store is a primary source of funds for support of classes and 
athletic activities. As such, any increase in available profits is 
a direct benefit to the rest of the EM program. Presently, three 
store employees are staff employees. They are a GS-13, <53-9 » and a 
GS-U . The store reimburses the Government for all of its expenses , 
including the Government contributions to various benefit programs. 
One immediate way of generating additional income would be to reduce 
the expenditures for these employees . This could be done by hiring 
retired annuitants on a contract basis to perform the functions being 
performed by staff employees. Certainly, every effort should be made 
to get away from an employment base of relatively high-priced staff 
employees . 

Recomm enda t ion H o . 16 

That the Director of Personnel convert the store employees 
to a non-staff basis as soon as possible, making the maximum 
use of annuitants. 
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25. The Physical Fitness Roo» is staffed by one full-time 
contract employee at the equivalent of OS— 9 grade level. The fitness 
room is subsidized to the extent that the Government pays the contract 
employee and provides the space, light, and heat for the activity. It 
appears to be an efficiently managed operation which may bring some 
immediate benefits to the Agency in terms of improved physical well 
being of employees. 

26. How valuable are these fringe benefits to the overall accom- 
plishment of the Agency’s mission? About one third of the total Agency 
employees are members of the Association. Perhaps all of these members 
will at one time or another utilize the services of the store and the 
ticket purchasing facility. Club activities are used by some 1,650 
members; athletic leagues draw a participation of 1,3^0, and the 


Physical Fitness Room envoys an average use of 100 per day. 

27. Cover restrictions Inhibit the use of the service by 
individuals who are under cover. It Is the estimate of EAA management 
that the | I membership figure may represent a realistic maximum. 


The preponderant majority of EAA memberships are renewed on an annual 
basis Indicating to us that the benefits are indeed significant to the 
employees at Langley who have meaningful accessibility to EAA services. 


Incentive A ward s B ranch 

23. The Incentive Awards Branch in the Benefits and Services 
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Division is responsible within OP for the Honor and Merit Awards 
and the Suggestion and Invention Awards Programs in the Agency. Each 
program is covered by an Agency Regulation 

respectively), and the branch works hand-in-glove with a formal Agency 
board and committee designated, respectively, the Honor and Merit 
Awards Board (HMAB), and the Suggestion Awards Committee (SAC). 

29. The branch has a T/0 of four persons, two assigned to each 
program. Although one person is designated branch chief, the programs 
are completely separate, and he does not take administrative nor sub- 
stantive responsibility for both. The branch chief handles the 
Suggestion and Invention Awards Program (SIAP) and the other senior 
professional handles the Honor and Merit Awards Program (HMAP). Each 
person functions as executive secretary to their respective board or 
committee, prepares all cases to come before the bodies for consid- 
eration, and in so doing, work independently of each other. Both 
work closely and directly with the Office of the Director of Per- 
sonnel. The Deputy for Special Programs and the Division Chief are 
kept fully informed of all activities, but do not play a day-to-day 
supervisory role in the programs. This line management arrangement 
appears to be Justified by the fact that D/Pers and DD/Pers chair the 
Agency Board and Committee (Chairman and Vice-Chairman) and are per- 
sonally instrumental in actions taken by them. 
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Honor and Merit Awards Program 

30. An IG Survey of the Agency Honor Awards Program completed 
In May 1967 reviewed the urogram in depth. The findings and con- 
clusions, with only minor changes, are still valid. We have re- 
stricted our comments to the current impact of the program. 

31. The Honor and Merit Awards Program in the Agency is an on- 
going program fully supported by top management. The Board (HMAB), 
supported by the Office of Personnel, is handling an increasing number 
of recommendations for all types of awards except Public Service 
Awards. There were 72 ceremonies in FY-69 and 119 in FY-70. 

32. The Agency’s Honor and Merit Awards Board, chaired by the 
Director of Personnel and supported by two persons in the Incentive 
Awards Branch, reviews each recommendation carefully. We were 
impressed by the full and complete staff work provided by the 
Executive Secretary, the continuity and wisdom provided by the 
Recorder, and the conscientious work of the Board members representing 
the 0/DCI, the directorates, and the Office of Security. The 
Executive Secretary and her assistant (with possibly some additional 
secretarial help) and the Board are equipped to handle the current 
workload and the anticipated slight increase in the next few years. 

33. In the Incentive Awards Branch itself, two persona work 
full time on this program. The Executive Secretary and her assistant 
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prepare all cases to go before the Board, maintain records, and 
arranges for and participates in all ceremonies. The program records 
are being converted to an automated system (PERHAM) which will permit 
rapid recall of data and an increasing horizon of meaningful statistical 
reports. The current years are encoded and about 50 percent of the 
backlog is in machine format. Completion of this project is strongly 
encouraged. At the present time this program lacks adequate secre- 
tarial/ clerical support. Lacking such a position in the branch (all 
four positions are professional) they are forced to depend on rotating 
part-time assignees. This arrangement is neither practical nor 
efficient. The result is that professional persons spend an undue 
amount of time at typing and clerical duties. The HMAP and the 
Suggestion and Invention Awards Program should have and share the 
services of one full-time secretary typist. 


Sugge stion and Inv ent ion Awards Program 


3U. Under Public Law 763, Title 3j 


the Suggestion 


25X1 


Awards Committee (SAC) administers the Agency’s Suggestion and Invention 
Awards Program (SIAP). The Office of Personnel provides the Committee 
with an executive secretary and the necessary administrative support. 
This function is provided by the Incentive Awards Branch (IAB). The 
Committee is responsible for developing standards for suggestions and 
inventions, reviewing suggestions and recommending awards, and granting 
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or recommending rewards thereto. 

35. Prime factors in the effectiveness of this program in the 
Agency is the role played "by the Chairman of the Committee (D/Pers 
and/or RD/Pers ) and the devotion of the Executive Secretary and his 
assistant in IAR, The Chairman provides the motivation at senior 
levels, which in turn stimulates middle management to actively en- 
courage their personnel to participate in the program. The Executive 
Secretary, with his assistant, not only staffs out the several 
hundred cases per year, but he personally works with line managers 
throughout the Agency stimulating activity, assisting in original 
case preparations, validating the suggestions, and encouraging the 
development of in-house Suggestion Awards Panels and coordinators 
(there are some 15 at the present time). Because of security, the 
CS has a Special Panel to handle operational cases. The Executive 
Secretary works closely with this panel and is liaison with the 
Director of Personnel, who alone on the 8AC is involved in these 
cases . 

36. The SAC, Chaired by the Director of Personnel or his deputy, 
has five additional voting members (ODCI, DDP, DBS, DDI, and BD/S&T) 
and three non-voting advisors (OS, 0C, and OF). The Executive Secretary 
provides each member of the Committee with copies (fully staffed out 
and validated) of the suggestion cases prior to each meeting. Technical 
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exoert® are interviewed by the Committee , as required. After full 
discussion, the Committee will reject or recommend acceptance and 
assign an appropriate monetary award. The Committee works with CSC 
guidelines, precedence of previous cases, and with the full authority 
of the DCI. It alone has the responsibility to recommend the action 
to be taken. In FY-70 the IAB received Vf8 suggestions, eliminated 
109 (22,8 percent) as ineligible, and processed 369 ( 71 .2 percent) 
as eligible for Committee action. The Committee adopted 117 (32 
percent adoption rate) and awarded 97 cash awards and 20 certifications 
of appreciation. The total cash awards for FY-70 amounted to $30 ,330 — 
a nev high. First-year tangible savings (FY-70) are estimated to be 
$574,086 — almost 19 times the amount of the awards. Intangible savings 
are frequently estimated to be many times those tangible, and in FY-70 
more than 50 percent were for intangible benefits. Like the HMAB, we 
found the SAC an active, mature group of senior persons fully devoted 
to a serious responsibility. The care with which they considered each 
suggestion and, if approved, assigned a monetary value to it was 
impressive. 

Insurance Branch 

37. The Insurance Branch was the target of multiple reviews and 
investigations during 1970. The SIPS Staff was active throughout the 
year in developing the design requirements for PERIiJSUR, the insurance 
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data processing plan. The Audit Staff completed a regular visit, and 
the 10 inspection occurred during the last months of the year. In 
general, the branch came through these investigations with good to 
excellent marks. In the case of PERINSUR , the branch found itself 
in general agreement with the objectives If more hopeful than confident 
in the Bhort run concerning the specific plans for use of the computer 
in Agency insurance operations. 

38. The branch staff of 36 is organized into 

| Sections and is manned by veteran supervisors , a small number 

of specialist technicians, and a Journeyman corps at the GS-T level 
which is subject to a fairly high rate of turnover. The staff processed 
18,382 hospitalization and medical claims, nearly 7,000 term life 
insurance policies controlled, and a host of lesser plans and services 
provided during the latest reporting year. 

39. There is a vide and attractive choice of insurance plans 
available to Agency personnel in the categories of life, health, and 
travel insurance coverage appropriate to an Agency operating overseas 
and placing more than average emphasis on youth. Cover considerations 
complicate the insurance services significantly and make it appropriate 
that CIA bear a considerable portion of overhead costs . Currently 20 
positions are Government funded, and the balance of l6 are reimbursed 
from G3SHA operations. 
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Ho. The insurance business generates a deluge of statistics with 
most categories of reporting dependent on comparative data from earlier 
periods to permit identification of problems and trends. Summary 
statistical data on operations appeared generally satisfactory, but 
ve found in this present-day pre-SIPS world that many questions con- 
cerning characteristics of policyholders and patterns of claims 
experience could not be answered without long and tedious manual 
labor. Present-day machine support for the Insurance Branch is 
acknowledged to be a hodgepodge of primitive systems , many still 
based on punched cards. 

Hi. The hey features of the SIPS insurance automation plan are 
readily summarised. It proposes to concentrate initially on policy 
and Premium management and to leave the field of claims processing 
for investigation at a later date. Pour plans including UBLIC , WAEPA , 
Contract life, and Income Replacement are to be converted to biweekly 
payroll deduction for the collection of premiums ; Flight and Accident 
Policy and Bread. Disease are to shift to an annual payroll deduction 
plan, fin individual's insurance record will be available for on-line 
query from remote access equipment. Computer records will be updated 
daily, and each policyholder will receive an annual statement of 
coverage and beneficiaries. 

H?. The obvious and proved utility of automation in the insurance 
industry prompt a the observation that SIPS involvement has imposed 
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long delays in the automation of the Insurance Branch. The system 
nov proposed ought to have "been introduced years ago. There are a 
comparatively small number of elements of information to be managed 
in the typical Insurance record, and most of these are of no utility 
elsewhere in the Office of Personnel or in the DBS. The extension 
of payroll deduction to other life insurance plans was proved feasible 
long ago with FEGLI life insurance and the Agency’s hospitalization 
plan. Sven the proposed implementation of PERINSUB may still lie 
several years in the future should the SIPS hardware or the software 
package ( GII1S ) encounter significant debugging problems. 

1*3. The Insurance Branch was making slow progress in the prepar- 
ation of headquarters and field handbooks on insurance. Publication 
lies another one to two years in the future. We attach considerable 
significance to this handbook project and to the entire subject of 
effective communication between the branch and the Agency's employees. 
Both direct and indirect communication by way of the personnel officers 
in the support shops of the Agency should be greatly increased. The 
branch offered the opinion in its planning paper for FI-71 that it 
"offers excellent buys" in several insurance areas but many employees 
do not know of them. Our quick look at the situation by way of the 
evidence summarized in the next few paragraphs seemed to confirm this 
observation. 
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ii-5 . We were interested next to look at age patterns of TJBLIC 
subscribers . We grouped policyholders and male CIA employees 
(30 June 1970) in ten year blocks with the following results: 

Male G3 Employee Popu- UBLIC Policies in Force 

Age Group lation, 30 June 1970 by Age of Holder — Jan 71 

20-29 

30-39 

14.0-1+9 

50-59 

k6. We next checked for a plausible Indicator of the amount of 
insurance carried by a typical Agency employee , head of household , and 
in the peak zone of insurable risk. For the Agency employee bracket, 
aged 35-39, the average grade on 30 June 1970 was 10.72* Grade 10, 

Step 7, under the 1971 revised pay scale yields a salary of $13,821 
and a FEGLI term insurance coverage eligibility of $16,000. 

47. We recognized at this point that policies in force with 
private insurance companies are a significant factor which we could 
not take into account. However, the extreme cheapness of term insurance 
at $7.15 per $1,000 per year for FEGLI and $5-00 per $1,000 for UBLIC 
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makes "the added protection of the latter seem extremely attractive 
and prudent. 

HB. It seems likely then that the great majority of CIA employees 
are relying on FJ5GI.I alone and intend only that their insurance pro- 
tection cover transition costs until a widow can begin to earn regular 
pay. Insurance as a means of income replacement, e.g., $100,000 of 
coverage to yield an income of $5,000 per year in augmentation of the 
retirement system survivor annuity, would appear to he widely regarded 
as an impractical and expensive luxury. 

Uo . We recommend that Agency employees he continuously informed, 
indeed educated, about the insurance options available to them, and 
how to think about insurance in terms of insurable risk, protection 
features, and costs. We would like to see the Insurance Branch chief 
back up the prospective handbook with regular training seminars for 
personnel officers. The seminars should be kept small in size to 
permit real give and take in discussing insurance problems and to 
assure the development of competence in insurance counselling. Next 
we would like to see at least a biennial update of an employees ' 
handbook /brochure, similar to the publication on benefit programs of 
the mid-1960s, in which insurance and related estate planning matters 
were dealt with in a systematic and imaginative manner. Finally, we 
suggest that the branch regularly contribute articles on insurance to 
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the DDS Support Bulletin. There can surely be no dearth of appropriate 
topics and useful information concerning the Agency's very excellent 
Insurance program. 

Northwest Federal C re dit Union 

50. The northwest Federal Credit Union reached or held at the 
top of its growth curve in 1970 in such dimensions as number of accounts 
and number of loans per year, however, it fairly leaped ahead in such 
categories as share balance, loan volume, and net income. 

196 ^ 

( last inspection) 1?69 1970 


Number of Accounts 
Number of Loans Per Year 
Share Balance 
Loan Volume (annual) 

Net Income 

51. In addition to this somewhat explosive growth situation, we 
found that the Credit Union was in the throes of conversion to a 
computer-based bookkeeping operation which was inaugurated in December 
1970. The changeover required many manhours of preparation and train- 
ing prior to the change and a good deal of debugging of records and 
procedures after conversion. Finally, we saw plentiful evidence that 
the Credit Union Is effective in meeting the needs of a headquarters 
community of very respectable size. We judged that the Credit Union 
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makes a vital contribution to the welfare and morale of the Agency’s 
employees . 

52. We found during our inspection that the Credit Union staff 
works well together and shows good poise under pressure. There is a 
substantial mix of veterans on the roster, and they contribute sta- 
bility to what seemed on the surface to be a scene of considerable 
confusion. The key to this situation is space. The Credit Union 
quarters were laid out for 16 employees in 19*53 when the move to 
Langley took place, and today they accommodate 28 on regular workdays 
and 32 on paydays . There are 24 full-time employees and 10 part- 
timers on the Credit Union payroll, all funded out of the loan oper- 
ations . The part-timers are wives of Agency employees who work on 
paydays and in other similar situations. Work pressures in the loan 
department are such as to indicate that another counsellor, a typist, 
and a telephone receptionist are needed. 

53. The Credit Union management and the Credit Union Board were 
moving ahead on several fronts tc cope with their growth problems , 
including the switch to computer operations previously noted, a survey 
of telephone traffic preparatory to planning new equipment and pro- 
cedures, and a study of the space problem by the architectural design 
staff of the Office of Logistics. We suggest that the Credit Union 
management may need to extend its hour3 of service to the public , 
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particularly in the cage of the loan counselling department. 

Contr act Personnel Division 

5 U. The basic assignment of missions and functions to the Director 
of Personnel includes as paragraph (2)(o): "Prepare individual con- 
tracts when personal services are obtained through contractual relation- 
ships, and execute contractual agreements for the covert support of 
operations." The primary mission of the Contract Personnel Division 

is accomplishment of this function. 

55. The division is compact, consisting of six professionals and 
six secretaries. Legal aspects of contractual relationships dictate 
the permanent presence of one or two qualified lawyers on the staff. 
Morale is high and the operations of the division reflect a deep 
personal commitment on the part of the staff members to the division 
chief. The work assignments of the office are carried out smoothly 
and effectively. Despite the small size of the division, there are 
some indications of underemployment . If necessary, the Director of 
Personnel could reduce this staff by one professional and one sec- 
retary without seriously hampering the fulfillment of his functions. 

56. There is a considerable interplay between the Contract Per- 
sonnel Division and the contract personnel officers of the Clandestine 
Service. There is a clear distinction in their roles. The component 
contracting officers are actively engaged in contract negotiations 
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with other parties, including agents. They levy the requirement upon 
CPD for a contract and specify the contractual benefits to he contained 
therein. Contract Personnel Division acts as a policy consultant, 
provides guidelines, and actually writes the finished product. It 
then maintains files which are germane to the individual contract. 

A simple delineation between the two roles might he that the contract- 
ing officer is directly involved with people while the Contract Per- 
sonnel Division is concerned with the paper of a contract negotiation. 

57. The division leadership has encouraged an innovative approach 
to contract monitoring and formulation. For example, the only active 
portion of SIPS in the Office of Personnel is PERCOU, which is the 
computer-based sub-system for monitoring contract personnel. This 
sub-system has proven to be generally useful to both the Contract 
Personnel Division and the users. The only complaint recorded is 

that of overvoluminous reporting of information. This flaw is not 
unusual in a prototype and is easily corrected. 

58. The provision of a technical advisory service has tended to 
create an atmosphere of consultation rather than direct operational 
involvement. By and large, the division performs its activities 
within the confines of its own space. There is a strongly felt need 
among personnel officers in operating components for more detailed 
training in the complexities of contracting. As with other specialty 
shops in OP, we urge the senior contracting officers to conduct regular 
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Retirement A ffai rs Di visi on (BAD ? 

59. While RAD can see nothing hut growth ahead in retirement 
workload , nevertheless, it was evident during our inspection that the 
evolution of the CIA retirement programs as an instrument of manage- 
ment policy, and the design of retirement procedures that provide the 
employee with a smooth transition to the outside world had indeed 
sailed into calmer waters, 

60. There are many factors that help to explain the present 

status of this division. First of all we would note that the Agency 
has heen well served hy its retirement specialists. From the creation 
of the Retirement Task Force in 1967, to the organization of 

RAD in March 1969, to the present time, there has been displayed an 
imaginativeness, an innovation, and an eagerness to perfect the retire- 
ment system which have heen exemplary* 

61. Secondly, the policy aspects of retirement have heen of such 
importance that the program has received constant, close attention 
from top management and from management all the way down the line. Hie 
system is widely understood, 

62. Thirdly, the rapid rate of development of retirement systems 
and the growth of workload have kept the division generally on the lean 
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side so far as frills are concerned. More seminars , more contact 
with employees on pre-retirement planning, and more feedback from 
retirees on the effectiveness of the system were being discussed as 
desirable additions to the program. Given the certainty of expansion 
of workload over the next years, we were not inclined to urge any 
early or significant diversion of resources to these lower priority 
areas. 

63. Another explanation for calmer waters is the gradual working 
off of the initial group of hardship cases. As the Agency matures end 
virtually all employees move toward retirement with well designed, 
long-range financial plans , it seems highly probable that the rate 
of occurrence of hardship cases and of requests for special consid- 
eration will decline. Under the variety of circumstances noted, our 
recommendations concerning BAD fall in the category of adjustment 
rather than of major alteration of concept or execution. 

6k. RAP has a T/0 of 28 consisting of three positions in the 
office of the chief, five in an External Employment Assistance Branch, 
two in Retirement Cotinselling supported by an officer on loan from 
each of the other directorates , and 18 in the Retirement Operations 
Branch. The latter handles the mechanics of annuity calculation and 
manages actual implementation in whole or in part depending on whether 
the employee retires under Civil Service or under the CIA Retirement 
and Disability System (CIARD). 
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65 . The retirement counselling system proved to ha difficult 
to evaluate. In fact, counselling Is performed throughout the division, 
and it is inevitable that there occur a certain amount of overlap 
between preretirement planning, financial, and Job seeding aspects 
of the process. We were told that about one in five prospective 
retirees elects to bypass counselling. Among the rest are people 
at every stage of sophistication in managing their personal affaire, 
hence centralized counselling serves primarily as an insurance 
measure against oversight of detail, but is potentially of great 
value when the employee is inexperienced in financial planning. 

Other considerations in the provision of centralized retirement 
counselling are privacy for the employee concerning his personal 
affairs, provision of the best expertise available, and consistency 
in handling matters involving significant legal implications. 


Retirement Operations Branc h 

66 . The Retirement Operations Branch (ROB) , the third of the 
three branches in the Retirement Affairs Division, is involved in 
the technical aspects of administration of the retirement systems in 
use in CIA. It has a T/0 of 18, twelve professionals and six clericals, 

67 . The branch’s main functions involve counselling prospective 
or past retirees in respect to the actual (financial) benefits, entitle- 
ments, and options available to them; effecting the technical and legal 
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procedures of retirement; and operating the post-retirement program 
for retirees and dependents under CIABDS. Branch personnel wort 
closely with the counselling braneh in the same division, the Office 
of Security, Central Cover, and the Office of Finance. 

68. The staffing pattern in the branch reflects the three main 
programs: (l) the CSC retirement system, (2) the CIARD3 retirement 
system, and (3) the post-retirement CIARDS annuitants and survivors 
program. In addition, the deputy chief of the branch spends the 
bulk of his time as Executive Secretary to the Retirement Board. 

69 . The bulk of the Agency's employees 

are covered by the CSC retirement system. There were, as of 31 December 
1970, 4,775 employees participating in CIARDS and 486 who have retired 
and are in an annuitant status. In FY-70, three hundred sixty -one 
Agency employees retired and were processed out by the branch. It 
conducted over 2,200 retiree counselling sessions and prepared over 
5,600 annuity estimates. 

70. The two retirement systems, CIARDH and CSC, present markedly 
different problems. In the case of CSC, an employee once retired is 
turned over to the CSC completely and subsequent contacts, if any , are 
wholly between the Commission and the individual. The processing-out 
procedures, once completed, terminate all official Agency responsibility. 
Except for the Agency’s retirement age being set at 60, the bulk of our 

- 114 - 
SECRET 

Approved For Release 2003/04/29 : CIA-RDP84-00780R0040001 00026-1 


25X1 




Approved For Release 2003/04/29 : CIA-RDP84-00780R0040001 00026-1 



SECRET 


staff employees are In step with Government employees generally. 
Participants in the CIARDS, however, come under the Agency system 
authorized Try the Central Intelligence Agency Retirement Act of 
I 96 U for Certain Employees. Sot only are the qualifying conditions 
for retirement different than In the CSC system, the major variant 
is the fact that the Agency continues to he responsible for the 
employee after he becomes an annuitant, or for his survivors. There- 
fore, the main thrust of this program is one of providing service to 
an increasing number of employees. Stabilization of the CIARDS 
population lies many years away. 

71. The deputy chief of the branch devotes the hulk of his time 
to the role of Executive Secretary, Retirement Board, and validating 
the participation of employees in CIARDS when first recommended, and 
again at the time of the 15th anniversary review. In EY-70 this 
involved staff work for 22 meetings of the Retirement Board at which 
over 100 cases involving domestic qualifying service and extensions 
of retirement dates were considered*, validating the data supporting 
over 500 nominations to the CIARDS program; and reviewing more than 
200 casss involved in the 15th anniversary review. 

72. The recently approved Son-Staff Annuity Plan will be activ- 
ated during FY-71/72. It will involve the establishment of procedures, 
records, etc., and the channels of communication and liaison with 
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33o problems are foreseen in adding this function to the 

ROB. 

73. In summary , we find the Retirement Operations Branch a 
basically sound, well organized, and reasonably efficient unit. How- 
ever, it Is faced with severe growth problems. During the past five 
years the branch handled 1,3^2 retirements. Projected retirements 
for the next five years total 2,022. Of particular importance is 
the fact that retirements under the CIAKDS system will jump from an 
average of 97 per year (past five years) to slightly over 200 per 
year during the next five years . This means that the annuitant roster 
will increase from approximately 500 at present to about 1,500 (minus 
deaths) in PY-75. Add to this an estimated additional 200 survivors 
during the next five years (116 at present — which is a fluctuating 
figure) and the magnitude of the future workload in the branch can he 
appreciated. Automation, more staff, and additional space will be 
required. 
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